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I. INTRODUCTION

The Middlé Atlant.ié Coastal Fisheries Center is one of a series
of seven centers established recently by the National Marine Fisheries
Service, National Oceanic ar,id Atmospheric Administration, U. S.
Department of Commerce. One of the primary functions of this and
other centers is the development of integrated programs of fisheries
and environmental research. This document contains summarizations
of organizational, operational, and program matters. It is to be con-
sidered a prospectus and an interim document, designed to provide
information and guidelines for current activities. It will undoubtedly
require extensive revision‘as the Center"s“programs de\}elop, hence it
must be considered an interim operational statement. The various
sections will require a'pp'reciable expansion, and some sections may be

subjects of separate documents (fdr example programs~ and budget).

It should be perfectly clear that nothing included in this document
is intended to replace or change existing Ciw}il Service Commis siqn,
Department of Commerce, NOAA, o‘r NMFS regulations and directives.
The material here is rather an attempt to augment and possibly clarify
such existing official statements, and to provide some very general

guidelines in a number of research and administrative areas.

A brief synopsis of Center information follows.



NAME OF CENTER

Middle Atlantic Coastal Fisheries Center

ADDRESS

Sandy Hook, Highlands, New Jersey 07732

PHONE NO. AND OFFICIAL BUSINESS HOURS

(201)872-0200
8:00 a.m. - 4:30 p.m. Eastern Time Zone

REPORTING RESPONSIBILITY THROUGH:

Region III

Mr. Russell T, Norris

Regional Director

4 Elm Street

Gloucester, Massachusetts 01930
Phone: (617)281-0640

CENTER STA™F:

Director: Dr, Carl J. Sindermann

Deputy Director: Mr. John A. Holston
Administrative Officer: Mr. Daryl L. Mayberry
Secretary: Mrs. Kathe Melkers



RESEARCH FUNCTIONS -

1. Benthic-zooplankton food chains; physiological responses to
toxins and organic wastes; zoogeographic distribution of benthic populations;
evolution and succession of reef structures; effects of man-made environ-

mental changes on abundance and distribution of marine organisms.

2. Life history, distribution, migration, physiology, behavior of
marine sport fish; subpopulation studies using immunogenetic and bio-
chemical techniques; statistical and geographical inventories and atlases

of marine sport fish; larval fish distribution, abundance and physiology.

3. Genetic manipulation of selected mariculture species; mutagenesis
related to environmental factors; experimental effects of environmental
factors on growth, development, behavior and survival of marine fish and

shellfish,.

4, Determination of chemical contaminants in marine resources,
food chain organisms, and in environment; microbial changes (introduction
and survival - including human pathogens) in inshore environment resulting

from man-made changes.

5. Effects of infectious and noninfectious diseases on living marine
resources; environmental influences on marine disease entities; impact of
disease on marine resources; development of effective methods to control
diseases in natural environment and in mariculture operations; surf clam

management; mechanisms of disease resistance.



PERSONNEL*

Facility Pexrm. Scientif.** Perm. Tech. & Admin., Temp. Vess. Total
Center Hdqrts. 2 ‘ 2 - - 4
Sandy Hook 19 34 - 11 64
Oxford 13 14 - 3 - 30
A% Milford 8 - - - 8
Milford | 16 1 - = 27

Totals 58 61 3 u 133

*Vacant positions as of 11/30/71 not included
**Directors and deputies included
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FACILITIES AND VESSELS

The .Center is composed of a Directorate, an associated administrative
and technical unit, and five discipline-oriented major research units.

The
Center also supports one ocean-going research vessel (R/V Delaware II,

Sandy Hook, N. J.), three small research vessels (R/V Challenger, Sandy
Hook, N. J.; R/V Shang Wheeler, Milford, Conn.; R/V Alosa, Oxford, Md.)

and two substations out of Oxford Laboratory (Point Pleasant, N, J. and

Franklin City, Va.).



DOMESTIC RELATIONS (See facility activities)

Serve as consultants to Regional Director for Atlantic States
Marine Fisheries Commission activities and programs; participate
in several cooperative research projects with Federal, State,
university, foundations and private research organizations and
resource management agencies and groups; serve on several research,
conservation, resource management and pollution panels and committees;
consult and cooperate with State and sport fishery groups in building of

artificial reefs; laboratory training programs.

INTERNATIONAL RELATIONS (See facility activities)

International Biological Program; consultants to FAO training pro-
grams for international researchers in field of mariculture, diseases,
immunogenetics, serve on international committees and scientific

organizations,

UNIQUE CAPABILITIES (See facility capabilities)

Scuba diving teams, genetics marine animals, analytical chemistry,
diseased marine animals, electron microscopy, microbiology, artificial
reefs, cooperative research with nearby universities (examples: Yale,
University of Connecticut, Fairfield University, Rutgers, Trgnton State,
Georgetown, Johns Hopkins) and Federal and State research laboratories

(examples: NIH, NCI, AFIP, Walter Reed, University of Delaware, etc.).

5=~
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II. ORGANIZATIONAL STRUCTURE

The Middle Atlantic Coastal Fisheries Centelf, is a c’omponent
of the‘ Northeast Region, National Marine Fisheries Service, National
Oceanic and Atmospheric Administratibn, U. S. Department of Commerce.
The Center is a consolidation and integration of the Sandy Hook Marine
Laboratory, the Oxford Biologiéal Laboratory, the Milford Biological
Laboratory, and the former Ann Arbor Technological Laboratory (now
based at Milford). These l;lnits (regrouped and subdivided by disciplines
in some cases) function under direct line authority of the éenter Director,
who is directly responsible to the Director, NMFS North Atlantic Region,
for broad integrated programs of research on living coastal resources

of the Northeast Region.

The Center is composed of a Directorate, an associated centralized
Administrative Unit, and five discipline-oriented research units, as out-

lined in the following chart.

Research facilities of the Center are located at Sandy Hook, N. J.,.

Milford, Conn., and Oxford, Md.



ORGANIZATIONAL DIAGRAMS

OF MAJOR RESEARCH UNITS
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ORGANIZATIONAL DIAGRAMS

QF MAJOR RESEARCH UNITS
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oI, STATEMENT OF PURPOSE (MISSION)

The mission of the Center is to develop, establish, and to

prosecute aggressively an integrated, cooperative multi-discipline

research program on the biology and ecology of the living marine
coastal organisms of the North Atlantic Ocean, especially in the
zoogeographic area known as the Middle Atlantic Bight. This pro-
gram is to be prosecuted in full cooperation with other interested
Federal, State, and municipal agencies and with local academic

and non-profit research institutions. The research responsibilities

of the major research units are as follows:

Ecosystem Investigations (Dr. J. B. Pearce, Director of

Investigations) are primarily concerned with benthic-zooplankton food
chain studies, physiological responses to toxins and organic wastes,
zoogeographic distribution of benthic populations, evolution and suc-
cession of reef structures, and with surveys and analyses of the ef-
fects of man-made environmental changes on abundance and distri-
bution of marine organisms. A major immediate responsibility is
the New York Bight area, where such man-made changes are most

profound.



Important aspects of ecosystems investigations concern environ-
mental chemistry and microbiology. This work, located principally
at the Milford facility, is primarily concerned with the determination
of the level of chemical contaminants in marine resources, food chain
organisms and in the environment of the marine animals. It is also
concerned with the distribution of microorganisms (bacteria, viruses,
fungi é.nd algae) in the marine animals, as well as i;’l the estuarine,
inshore and marine environment with particular attention to the effects
of man-made changes on the flora and the introduction and survival of

potential human pathogens in the marine environment.

The Resource Assessment Investigations (Dr. A, S. Merrill,

Director of Investigations) are primarily concerned with assessment

of abundance, distribution, and surplus yields of important coastal fish
and shellfish species of the Middle Atlantic Bight and adjacent waters.
Fisheries biological studies constitute an important aspect of the
investigations. Included are: studies of life histories, distributions,
migrations, physiology, and behavior of coastal species of the Middle
Atlantic Bight and adjacent waters; subpopulation studies using immuno-~
genetic and biochemical techniques, statistical and geographical inven-
tories and atlases of marine sportfish; and larval fish distribution,

abundance, and physiology.

-16-



Experimental Biology Investigations (Dr. J. E. Hanks, Director

of Investigations) ax-'e primarily concerned with genetic manipulation of
selected mariculture species and with mutagenesis related to environ-
mental factors;> as well as with experimental studies of the effects of
environmental factors, natural and man-made, on growth, develop-

ment, behavior, and survival of marine fish and shellfish.

Pathology Investigations (Dr. A. Rosenfield, Director of

Investigations) are primarily concerned with pathogens which affect
living marine resources, with environmental influences on marine
diseases, with assessment of the impact of diseases on such resources,

and with effective methods of control of diseases in mariculture.

Aquaculture Investigations (Dr. J. E. Hanks, Director of

Investigations) are concerned with planning research and development
important to aquaculture systems, with special emphasis on molluscan

and crustacean species.

The Middle Atlantic Coastal Fisheries Center, because of the
nature of existing staff competence and location of facilities, is admir-
ably suited for the development and execution of coherent programs of

coastal fisheries research. Among the critical problem areas to be

-17-



confronted are: Effects of increasing levels of pollution and other
man-made environmental changes on the survival and abundance of
fishes; biology, ecology, and behavior of species whose distribution
or migration extend beyond State boundaries; study and surveillance

of living resources of the contiguous zone; study of trends in coastal
fisheries production -- both recreational and commercial, and deter-
mination of causes for certain obvious declines in abundance and shifts
in centers of abundance; need for specialized studies of the impact of

disease on marine animals.

Critical immediate problems which need to be confronted by the
Middle Atlantic Coastal Fisheries Center include: coordination and
integration of research efforts of component laboratories oriented
toward a few broad programs (e.g., New York Bight Study; effects of
pollutants on fish); increased visibility for NMFS research in coastal
resource problems; development of effective cooperative working
relations with other research groups (State, Sea Grant, EPA,
universities, Corps of Engineers, othér NMFS research centers,
etc.); development of effective communication with NMFS water
resources staff, State conservation agencies, industry éegments and

sportsmen.

-18-



Coastal research areas in which it seems possible to develop

high visibility and significant coherent programs include:

1. Full assessment of the effects of pollutants and other man-
made changes on marine life. The New York Bight Study would be a

focus of field and experimental work.

2. Analysis of trends in coastal fishery resources -- both
recreational and commercial -- with an evaluation of the impact of

"various factors, man-made and other, on abundance.

3. Development of nationally recognized programs in disease

and marine genetics (including immunogenetics) -- oriented especially

but not exclusively toward mariculture. Sea Grant has scattered and
somewhat fragmented efforts in both these areas, but there is exten-
sive space for substantial NMFS input. Informal training programs
in aquaculture and pathology have been carried on at Milford and

Oxford respectively, and this effort should be continued.

-19-



IV. RESPONSIBILITIES AND AUTHORITIES OF THE

CENTER DIRECTOR

The major responsibilities of the Center Director are program
planning, program integration and coordination, program evaluation
and reporting, and contacts with outside research groups (universities,
States, EPA, Corps of Engineers (thru CERC), etc.). Management
control will be effected by a standa;rdized detailed system of planning
documents and scheduled completion of phases. Annual detailed pro-
gram review and periodic updating of program documents will be
expected. The Deputy Center Director functions as Center Director
in the Center Director's absence, and works closely with the Center
Director in all phases of Center activities. Neither the Center Director
nor the Deputy Center Director will be directly involved in the day-to-day

management of any of the component laboratories of the Center.

The center concept has as its core the integration of research
activities of a number of previously semi-autonomous laboratories,
often in several geographically separated facilities. Such integration
provides opportunity to bring greater breadth of research competence

to bear on significant problems concerning living marine resources.

-20-



The Center thus makes possible on a much broader scale the integration
and application of multi-disciplinary approaches to common problems

which formerly characterized only the largest individual laboratories.

The Center Director has the opportunity and the challenge of
attempting to integrate, coordinate and stimulate activities of diverse
research groups -- state, university, and private -- with those of
NMFS. His role extends over a broad geographic area, and includes
a number of related non-research activities such as provision of
scientific advice in development of fisheries management plans in
cooperation with one or more states; coordination of NMFS and Sea
Grant activities in broad geographic area; provision of scientific back-
up information for development of regional coastal management plans
in cooperation with water resource groups; close cooperation with
Corps of Engineers (CERC) in their multiple activities concerned with
coastal and estuarine waters; interactions with user groups -- par-
ticularly sport and commercial fisheries -- leading to most effective

use of coastal living resources.

-21-



Directors of large multi-disciplinary laboratories formerly
carried on some of these functions in limited geographic areas, and
insofar as time permitted, in view of their primary role in day-to-
day research laboratory management. The Center Director should
be able to address himself to such areas more intensively and more
continuously. Also, since his authority extends over a number of
facilities, he can make commitments of a broader nature in response

to needs of the various groups with which he communicates.

RELATIONS WITH One of the primarf, and undoubtedly the
OTHER GROUPS most difficult, functions of the Center
Director will be to plan, develop, and insure continuity of broad research
programs extending byond the confines of individual facilities. Centers
of great competence exist within such facilities -- and they will continue

to exist -- but the successful coordination of activities of a number of
such groups has not been attempted previdusly. Part of the success
will lie in the ability to convince all key staff members that the broader
integrated approach to problems of living resource research is funda-
mentally sound, and provides advantages over other fragmented

approaches.

-22-



THE CENTER The Center Director is ultimately responsible
DIRECTORATE for all phases of the Center's administration
AS A WHOLE as well as its research and service activities.

Much of this responsibility obviously must be shared and/or delegated.

For example, responsibility for research planning, coordination, and

analysis must be jointly shared with Directors of Investigations and

research staff; responsibility for vessel programming and logistics must

be shared with the research unit leaders and the marine superintendent;

responsibility for administrative procedures and activities must be shared

with the Center Administrative Officer and the Administrative Assistants

of the several geographically separated facilities.

The principal functions of the Center Director include:

Setting objectives and goals, stimulating research, and determining
policy;

Organizing effective research groups;
Maintaining the best possible environment for research;

Insuring effective communication within the group and with outside
groups of all kinds;

Examining and analyzing research results;
Recruiting key staff members;

Developing research and supervisory capabilities of staff members;

-23-

Insuring proper status and satisfaction of scientists and supporting staff;

Coordinatinig research and related activities with those of industry,
academic, federal, state, and international groups and agencies.
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The Deputy Center Director has a critical role in the Center's
administration and research activities. He is the Director's deputy
in all duties and responsibilities and has full responsibility in the
absence of the Director. Additionally, some of the Director's responsi-
bilities are directly delegated to the Deputy Director to provide effective
overall administration of the Center. At present these responsibilities
include administrative oversight of the Center's Technical Services
group. In all other administrative areas and at all times the Deputy
Director should be considered to speak and act with the authority of the

Director.

Directors of Investigations have a primary role in planning, super-
vising, stimulating, and participating in effective research within their
programs. They also have advisory responsibilities related to the
research orientation and procedures of the Center. Directors of Investi-
gations meet regularly with other supervisors as a Planning Council to
consider and advise on many aspects of Center research and administration.
In this advisory capacity they are expected to consider certain subjects
from the viewpoint of the good of the Center rather than the individual
research program. All supervisors have the responsibility of bringing
to council meetings the opinions, comments; and suggestions of their
staff, and of communicating the results of discussions to the staff

members they supervise.
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The Administrative Officer oversees and coordinates all
Administrative Services components of the Center. These include
personnel, finance, purchasing, and buildings and grounds. These
key activities are vital to the efficient operation of the Center and to
the support of the Center's research. The Administrative Officer is

a member of the Center Planning Council.

The Marine Superintendent supervises Marine Services -- which
include vessel operations, crewing, and maintenance. His responsibility
is to provide functional and efficiently operating vessels to support the
research programs. The Marine Superintendent is a member of the

Center Planning Council.

Position description for the Center Director appears as

Appendix A.
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V. MANAGEMENT PHILOSOPHY

The Middle Atlantic Coastal Fisheries Center is primarily a
research organization, hence whatever aids and fosters research is
good, and whatever hinders it is not good. However, for most ef-
fective operation there are ground rules and procedures that must be
followed, since an orderly administrative structure and orderly routes
of authority are necessary to provide proper support for research
activities. Productive research people deserve all possible assistance
from the administrative staff, since the administrative and service
functions of the Center are designed to facilitate research functions.
The supporting staff in a research laboratory plays an important and
critical role in the success of the organization. This role should be

recognized and appreciated.

One of the primary goals in administration of a research organization
must be the maintenance of an environment conducive to effective research.
Research organizations should by their very nature be pleasant, pro-

ductive, and stimulating places in which to work.
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Program objectives and research orientation will be reviewed
periodically. Research unit leaders can and should expect considerable
autonomy in planning and executing research, but since the Center
Director is ultimately responsible for the research carried on by the
laboratories, final decisions on objectives and orientation must remain

with him.

Published results of research constitute the primary products of
research. A major responsibility of research people is to m‘ake the
results of their research known through continuing scientific publi-
cation. While progress reports and summaries of various kinds are
required occasionally, there is a danger in the production of excessive
amounts of mimeographed materials, which do not constitute publication.
Research is a continuous and continuing process, as is publication of
results. All projects should be planned with a definite publication in
mind. Preparation of results of completed research for publication

should be carried on concurrently with active research on new projects.

For effective operation of a research organization, communication
is essential. This includes communication among research people,
between the scientific and supporting staff, and communication with
Regional Office and user groups. To this end regular staff meetings,

annual program reviews, and other types of conferences will be required

as a matter of policy.



The attitudes, emphasis, and progrevss of research groups are
influenced to a large extent by their Director; | The creation of a
favorable research climate is his direct responsibility., The Director
and the research climate he creates will in turn determine the ultimate
nature of the research staff -- whether it is to be composed of com-

petent individualistic men or team research people.

A research director must retain close contact witk research.
He should have time for research-related activities of his choice,
whether these be in writing, planning, evaluation, or even active par-
ticipation in some phase of research in his own area of specialization
if he so desires. He is of course expected to engage in broad thinking
and syntheses in the larger area of marine biology and oceanography,
and to speak authoritatively in his area of particular scientific interest.
He must become intimately familiar with all aspects of research under
his administrative control -- so that he can communicate intelligently
with staff members of widely diverse speciélizations and interests,
and so that he can communicate effectively with user groups and the
corporate and prjvate sector of the public about the research under his

direction,
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Standard administrative measures and techniques can be useful
in research management, but are usually oriented toward typical ad-
ministrative structures where decision making is concentrated at the
apex of the structure. Research groups are somewhat atypical

organizations for several reasons:

1. The course of research is not as amenable to precise planning
and phasing as is the programming of industrial production. Variations
in emphasis, to capitalize on insights gained, must always be possible,
and it is extremely difficult to predict when important advances will be

made, or what their nature will be.

2. Decisions on research matters are largely the prerogative of

individual scientists and their group leaders, within a frame of reference

of approved p-ogram objectives. Only by allowing such a state to exist
can we expect to have laboratories staffed with capable productive

research people.

3. Research people are difficult to categorize, but are often

atypical in ways that may require departures from textbook administrative

techniques. They prosper best with stimulation of peers, presence of
an excellent and efficient library, and ease of communication with other
research groups. They have maximum interest in the end product --
published research -- since it represents a personal as well as a group

"

achievement,
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VI. THE BUDGET

1. In a research environment, the budget, while a form of ad-
ministrative control of spending, is primarily a planning document --
it affords a measure of the costs of doing a proposed research and
permits also a measure of the ratio of such costs to the benefits
accruing therefrom -- in order that a proposal may be weighed against
other proposals competing for the same public funds. It follows there-
fore that the planning must be thorough, that costs must be held down,
that benefits must be carefully documented and that research schedules

must be on a minimum-time basis.

Administrative handling of the day-to-day budgetary activities are
handled elsewhere in these guidelines (see section VIII). The purpose of
this section is to cover those aspects of budget formulation and usage that

impinge upon research activities.

The research budget is a dynamic thing -- never the same two years
in a row, seldom if ever remaining without at least minor change for more
than a quarter year, despite the care expended upon its formulation. Out-
side influences, imposed operational constraints, reprogramming,
emergency repairs, constantly affect it. Nevertheless, it is the basic
document Which>ref1ects the authorized scope and depth of our activities
and is a measure of what the public, through its elected officials, think

of our work.
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The budget can be looked at as being composed of three units:

the past year (PY) budget, the current year (CY) budget and the budget

year (BY). For our present purposes, the past year (PY) ended on
June 30, 1971, the current year (CY) will end on June 30, 1972, and
the budget year (July 1, 1972 - June 30, 1973) will have become the
current year. We are therefore constantly planning for work to be done

and expenditures to be made from 12 to 18 months in the future.

As mentioned above, such planning must be (1) thorough, (2) of
minimum cost, (3) carefully scheduled, and (4) results should be care=-
fully documented and maximum benefits derived. These can be achieved
through (1) application of manpower controls, (2) the Critical Path Method
(CPM), and (3) by the establishment of a Center-wide, free-access
physical and biological data bank and its utilization in simulation and

predictive planning.

The new current year: -- The basic research document (2-116)
consists of a costs sheet to which is appended a narrative research
proposal. As a costs sheet, it is, when approved, a voucher, the
base on which the budget is formulated. As a general rule, 2-116's
for all continuing and anticipated Center activities will be submitted
annually to the Center Directorate prior to the beginning of the new
current budget year. Thus, 2-116's (and attached program plans)

for fiscal '73 will be submitted by May 30, 1972.



The narrative research proposals will consist of three major
elements: (1) a statement of the problem(s) and the proposed solution.
(2) a "milestone' chart and (3) anticipated accomplishments during the
new current year (fiscal '73) and the new budget year (fiscal '74). A
narrative research report and milestone chart will be prepared for each
Investigation by the respective Chiefs. Directors of Investigations will
evaluate each statement and chart, modify them in consultation with the
appropriate Chiefs, prepare an overall 2-116 cost sheet and forward

to the Center Director.

Element #1 (Statement of Problem(s) and proposed solution) must
be carefully prepared inasmuch as it also determines both the scheduling
(milestones) and the expected accomplishments. Each solution will be
presented in a logical series of hypotheses, the research effort will con-

sist of a series of planned, crucial experiments designed to test each

hypothesis. The anticipated successful conclusion of each crucial experi-

ment will be considered a ''milestone' for the purpose of the scheduling
chart. It is highly probable that we will seldom, if ever, encounter a
research problem for which no solution, based on known theory, can be
postulated. While new knowledge can be confidently expected and may
affect the original planning, alternative hypotheses can be constructed

and tested.
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Element #2 (The ""Milestone" Chart) is a very simplified version
of the Critical Path Method (CPM) whereby work can be programmed on
a least cost/least time basis. Both aspects (least cost and least time)
are desirable but seldom realized. After construction of the chart, it
is desirable that it be set aside and that a second chart, developed back-
wards from the final results to the initiation tbime be prepared. In many
cases, this latter procedure brings out needed steps (hypotheses) not
considered in the first formulation., Develop charts on an anticipated
elapsed time basis for each milestone. A very simple example of a mile-
stone chart for a study of the impact of man's activities on the marine
environment is appended for illustration. It is not intended to be all-
inclusive or binding upon the Directors of Investigations. It does point
out the importance (1) of asking the right quesfions, (2) of developing
hypotheses that, if successfully tested, can give the necessary answers
and (3) ensuring that the experimental designs are adequate and specifically

tailored to answer the question posed.

The prepared charts will be evaluated at the Center for acceptability
as to theoretical competency, timing and costs as well as for integration
with other charts for purposes of expansion of results, additional savings
through "piggybacking", etc. After approval, quarterly progress reports
will be restricted to statements that progress ﬁoward current milestones
for each project afe/are not on schedule. Schedule slippage must be

explained and steps taken to remedy the situation must be given,



Element #3 (Anticipated Accomplishments): Each milestone
successfully passed becomes an accomplishment. While this element
will be furnished to the Central Office just before the beginning of the
current budget year, it is exi)ected that, around October, the Central
Office will be calling for current information on this subject. We
would then be in position to detail which of the anticipated accomplish-

ments had become concrete facts.

The new budget year: -- The initial form taken by the budget is a
one or two page narrative statement submitted by the responsible task
officer to the Center Directorate by September 30 of each year. It
should be the end result of discussions by the Center Research Council
and the follow-up development of a task officer appointed by the Center
Director. A separate narrative will be submitted for each new activity
approved by the Center Director for inclusion in the budget year request.
The narrative will state the problem, present several alternative ways
in which the problem may be resolved, indicate the benefits to be derived

and estimate the total costs (over 5-year budget cycle).
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After submission and receipt of acceptance by the Central Office
for inclusion in the budget formulations, the task officer will continue
development of the statement to a level consistent with the needs of
the Director when appearing before the Administrator for the annual
program and pre-budget review. The expanded statement must be
submitted to the Center Director by Januéry 30 ﬁext following the

October 30 submission of the preliminary statement.
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Problem: What are the effects of ocean dumping of sewage sludge
and/or dredge spoils? (This is an open-end question, leading
to fuzziness of objectives).

Rephrased Problem: Is ocean dumping adversely affecting the marine
environment:

Consider: Effects may be expected upon:

1. Finfish 5. Aesthetics

2. Shellfish 6. Deterioration of structures and vessels
3. Food chain organisms 7. Water quality

4. Public health 8. Changes in bottom composition

How would effects be noted?

Finfish: disease general reduction in abundance, avoidance, public
health hazards.

Shellfish: disease, necrosis of tissues, public health hazards.

Food chain organisms:
Pelagic: Abundance/diversity reductions. Baseline comparisons
Benthic: 1 11 3] " 11

Aesthetics: Debris on water, on beaches, smell, color changes,
scum formation, etc.

Deterioration of structures:; Census of Coast Guard maintenance costs
(before and after)
Census of vessel maintenance costs
(before and after)

Public health: Changes in microbial populations - pathogens/anaerobes
sulfur-bacteria, etc.
Indicator organisms
Coliforms, etc.

Which of these should be emphasized? by us? by FDA? by other cooperators?
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What is the manner in which such effects would be noted:

Reductions in abundance: (1) topological surface describing
abundance in an area (10 miles2) around
dump site, shows marked, statistically
significant depression in abundance at site
corresponding with dumping grounds.

Reductions in species diversity: (1) Same as above
(2) Series of bar charts showing
diversity at site.
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VI, MAJOR RESEARCH UNITS

Major research units of the Center, each headed by a Director of
Investigations are:
Ecosystems Investigations
Resource Assessment Investigations
Experimental Biology Investigations
Pathology Investigations

Aquaculture Investigations (planning phase)

These major research units are largely discipline oriented. Inter-
action among them will be assured by (1) appointment of coordinators for
special multi-disciplinary projects, such as the New York Bight Contaminant
Study, and (2) continued and effective communication among all Center com-
ponents engaged in interdisciplinary projects, by regular meetings, frequent

visits to other facilities, and special meetings as necessary.

It may be that as research areas develop and evolve, other organi-
zational groupings may become desirable. We will, however, operate

with the present system of units for the foreseeable future.
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A. ECOSYSTEMS INVESTIGATIONS

The several investigations organized under the title '* Ecosystems
Investigations' are responsible for developing information about the
relationship of environmental factors -- biotic and abiotic, natural and

man-induced -- with the living resources of coastal waters.

Among the many difficult problem areas to be approached are:
1. What environmental factors influence or determine the
success or failure of year classes (hence abundance) of

coastal and estuarine fish and shellfish?

2. What effects are man-induced changes in inshore, and well-

being of coastal stocks of fish and shellfish?

3. What is the relationship of food abundance to distribution and
abundance of fish, and how is the availability of forage organisms

related to man-induced changes in the environment?

4. What is the nature of man's effects on the inshore waters and
their biota? What, for example, are the levels of pesticides and
heavy metals in fi;h, shellfish, food chain organisms, and sedi-
ments -- and how are such levels affecting (or not affecting) the

stocks?
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5. What is the microbial flora in inshore waters and how
is it influenced by man's activities? If changes in the
flora occur, what is the effect on living resources? What
threats to human health are developing as a consequence of
changes in the microbial flora (as a result of handling or

ingesting sea food)?

Obviously the problems far surpass the ability to confront them,
but there are several areas of ongoing research which will be augmented.
The most significant at the moment is a coordinated study of the New
York Bight area, designed to develop information about the extent of
damage to the environment and to its inhabitants on adjacent land. To
be fully effective, this study must depend on information from resource
assessment work about previous and present abundance levels of fish
and shellfish in the bight area. While it is important to determine what
is going on insofar as environmental degradation is concerned, it is
equally important for us, as a NMFS component, to determine effects

on living coastal resources.



VII - B.. RESOURCE ASSESSMENT INVESTIGATIONS

Distribution and abundance of fishes in the Middle Atlantic Bight

and adjacent waters.

The Sandy Hook Laboratory has for several years carried out
a series of cruises consisting primarily of inshore trawling transects
from Long Island to Florida. Original impetus was a need for infor-
mation about the distribution, abundance, and migrations of bluefish
and weakfish, but recent cruises have included attention to all fish

species. Hydrographic information has been collected routinely.

We propose to expand our efforts in this program area, as part
of an overall effort to assess stocks of coastal fish species of the
Middle Atlantic area. Other components of the expanded effort in-
clude simultaneous larval fish surveys, and increased coverage of
landings by recreational fishermen, as well as an attempt to assemble
historical information about previous abundance of species with large
biomass. Extensive cruises with the Delaware II, on an expanded
transect pattern, will be conducted, and will be integrated to the extent
possible with the Woods Hole groundfish surveys. Essential ingredients
of each cruise will be: (1) trawl surveys of all fish species, (2) ichthyo-

plankton collections, and (3) hydrographic data from sampling stations,



These species of fish of general concern include:

Bluefish Red Drum
Weakfish Scup
Mackerel Cunner
Fluke Pollock

Yellowtail Flounder Shad

Winter Flounder Menhaden

Silver Hake Mullet

Striped Bass Sea Herring
Porgy River Herring
Tautog Spanish Mackerel
Cod King Whiting
Croaker Sea Bass

Spot

Species of particular concern at present are bluefish, weakfish,
mackerel and fluke. Data on species of concern to other NMFS Centers

will be made available to them on a continuing basis.

The area of coverage will extend from Block Island southward to

include the ranges of as many species as possible -~ species which are

-43-

important in the Middle Atlantic Bight, whether commercial or recreational.
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Objectives of the program include:

(1)

(2)

(3)

(4)

(5)

(6)

(7)

Assessment of abundance and distribution of stocks of coastal

fishes of the Middle Atlantic Bight,

Determination of the migration patterns and seasonal changes

in geographic distribution of such stocks.

Determination of spawning locations and times.

Comparison of success of spawning, as indicated by larval
abundance and distribution, with stock abundance in sub-

sequent years.

Determination of fishing effort -- particularly that segment

attributable to recreational fishermen.

Determination, from historical information, of changes in

abundance or distribution of important species.

Description of environmental conditions associated with larval

and adult fish samples.
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Fishery Biology

In addition to approaches which are clearly assessment-oriented,
it is important to maintain a broad spectrum of supporting studies in
fishery biology, including (but not limited to) life history studies, age
and growth studies, stock identification, migration studies, and
behavior studies. Most of these have been ongoing at the Sandy Hook
Laboratory for a number of years, and these will be integrated into
the larger resource assessment work. Such studies, combined with
improved statistics from the coastal fishery, and with results of
trawling and larval surveys, will provide the necessary scientific and

quantitative basis for assessment of the status of coastal stocks.



Surf Clam Resource Assessment and Management

The Oxford Laboratory of the Center has an eight year history of
effective research on the biology of surf clams, and the former Gloucester
Gear Research and Exploratory Fishing Base conducted extensive close-
interval sampling of surf clam resources of the Middle Atlantic states,

principally in the late 1960's. The surf clam fishery has enjoyed almost

continuous expansion, and in the past decade has shifted southward to
concentrations off Cape May, N. J. and Cape Charlés, Va. With the
advent of effective mechanical shucking devices, a greater proportion
of the fishery has concentrated on smaller inshore clams during the

past few years.

There is a present need to de\;elop a management plan for the
entire resource, since localized heavily fished stocks have shown
some signs of depletion, even though the resource as a whole can
easily tolerate expanded fishing effort. Several critical biological
problems -- particularly those created by increased utilization of
smaller inshore clam stocks -- need to be investigated. Also, con-
tinuing annual resurveys of the entire resource area need to be made.
Biological questions important to the development of a management

plan include:
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1. What relationship exists between large clams offshore and
smaller clams inshore? Does spawning of offshore clams

contribute to inshore stocks and vice versa?
2. At what size does effective spawning of inshore clams occur?

3. How much time is required for heavily-fished stocks (such

as those off Barnegat Light) to be replenished?

4, What factors are responsible for successful or unsuccessful

setting in particular areas?

The climate for continued resource-oriented studies and for develop-
ment of management plans for the entire resource and for its geographic
subdivisions seems especially favorable. The fishery is still in an active
growth phase, the industry is and has been favorably impressed with
federal research accomplished, and at least one state (New Jersey) is
actively interested in joint efforts oriented toward management. With
the advent of the State-Federal Fisheries Initiative, and with economics
input from NMFS and Sea Grant projects at the University of Rhode Island,
the surf clam industry constitutes an excellent focus of attention, and one
from which NMFS programs could achieve notable success and visibility.
In fact the surf clam has been selected as one of the species to receive
prime attention in the Northeast Region under the State-Federal Fisheries

Initiative.
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C. EXPERIMENTAL BIOLOGY INVESTIGATIONS

A continuing need exists to understand many aspects of the biology
and ecology of living marine resources. One important research area,
which includes a number of investigations, is experimental biology --
an inclusive term for such studies as larval growth and survival, algal
physiology, genetics of marine animals, and several others. With the
recent concern for environmental degradation, it is also important to
know the physiological responses of resource and food chain species to
varying amounts of pollutants, singly or in combination. Effects on all
life history stages must be known, and the effects of short-term versus
chronic exposures should be understood. Such knowledge is important in

considering both natural and cultured populations of marine animals.

A great breadth of biological knowledge has been developed for the

eastern oyster, and to some extent for the hard clam. Similar information

is needed for such commercial (and potentially culturable) species as the

bay scallop, calico scallop, sea scallop, and surf clam. Equally important

is the need for comparable studies of crustacean species of present com-
mercial interest and future aquaculture interest. High on the list is the

American lobster and the blue crab.
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Among the several disciplines represented in experimental biology,
the one with greatest potential seems to be population genetics. With the
available technology of rearing several species of molluscs, crustaceans
and fishes, experimental populations of marine animals are now available
to the geneticist for artificial selection, hybridication, and other studies.
The decade of the 1970's should experience great advances in genetic
studies of marine animals, and this center has the ingredients to become

a focus for such studies.

Also of importance in experimental marine biology is a better under-
standing of the dynamics of food chain organisms -- particularly the algae,
on which all subsequent levels depend. Nutritional and other environmental
factors related to algal survival and growth should be subjects of continuing
study, as should effects of contaminants on algal physiology. An important
consideration, related to genetic studies, is selective pressure for or
against particular algal species as a result of specific or combined con-

taminants such as pesticides or heavy metals.

Another important experimental area, well suited to the present
capabilities of the Center, concerns interaction of bacteria and algae in
the sea, and the detection of imbalances created by man-induced con-
tamination synergistic, antogonistic, and other interactions of algae and

bacteria need further examination.

-49.



-50-

D. PATHOLOGY INVESTIGATIONS

The probably significant role of disease in marine populations
has been generally accepted and then largely ignored until recently,
Two developments -- the occurrence of large-scale disease-related
mortalities in several marine species, and the obvious effects of
diseases on cultivated marine animals -- have served to focus

attention on acquisition of a better understanding of marine diseases.

The Oxford Laboratory (now a Center component) has assumed
a dominant role in studies of diseases of economically important marine
invertebrates, and has recently moved into fish pathology. It is expected
that this dominant role will be continued, and augmented activities in
several areas seem important. These areas include disease problems
in mariculture, microbial diseases, fish pathology, immune responses

to potential microbial pathogens, and neoplasms of fish and shellfish,

Greater interest in diseases on the part of fishery biologists and
mariculturists has helped to expand research on diseases, supported
by Sea Grant. A surprising number of institutional and project grants
include studies of diseases and parasites. It will be important for this

Center to maintain close liaison and effective communication with the
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Sea Grant Office and with the groups receiving Sea Grant funds for
disease research., It will also be important to continue doing out-
standing research if we are to maintain a leadership position in this

research area.

An important recent development is the role of environmental
contaminants in producing or enhancing diseases and abnormalities in
fish and shellfish. Enough evidence is now available to suggest a
definite relationship between pollution and the occurrénce of tumors
and fin rot in fish. Other effects may be produced, but these two
specific leads should be pursued vigorously -- both in terms of possible
impact on the resources, and as biological indicators of environmental
degradation. High frequencies of neoplasms in shellfish should also be

subjects of continued vigorous research.

Microbial pathogens of marine fish and shellfish constitute an
active research area worthy of greatly augmented attention. Current
interest in marine vibrios, and the diseases they produce in fish and
shellfish, should be of great concern to us. With recently acquired
electron microscope capabilities, the viruses that infect marine animals
should be examined in much greater detail (to date only two virus diseases

of marine invertebrates have been reported).



E. AQUACULTURE INVESTIGATIONS

Because of the nature of the budgetary process, funding for sig-
nificant in-house aquaculture research must be delayed until FY 1974.

It is important, however, to have a clearly-defined plan of research

and action developed during the interim period. It is also very important

to note that much of the present research of the Center -- genetics,
experimental biology, pathology, physiology, nutrition studies, con-
taminant exposures -- relates directly to aquaculture. What we have
now, then, are the fundamental studies related to aquaculture; what we
lack now is emphasis on aquaculture systems -- including systems

engineering and development of continuous flow production systems.

Some areas which will be of significance in planning, (in addition to
aquaculture systems) include genetic selection of molluscan, crustacean
and fish species; hybridization; development of technology with species
other than oysters and hard clams (bay scallop, calico scallop, smaller
clam species) -- species which may be reared in closed systems;
endocrinology (particularly as it relates to growth and metamorphosis
of larvae); algal physiology; and nutrition (of cultured species and of food

supply organisms).
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VII - F - Multidisciplinary Areas of Competence within the

Middle Atlantic Coastal Fisheries Center

Marine contaminants (includes environmental studies at Sandy Hook,
chemistry and microbiology at Milford, bioassay and chronic
exposure work at Milford, and pathology at Oxford).

Marine Microbiology (includes bacteriology and algal physiology at
Milford, larval pathology at Milford, red tide and fin rot work
at Sandy Hook, and microbial pathogen work at Oxford).

Resource Assessment - Middle Atlantic Bight (includes coastal fish
biology and assessment at Sandy Hook and surf clam assessment
at Oxford).

Genetics of Marine Animals (includes genetic selection work with
molluscs at Milford, proposed crustacean genetics study at
Milford, and proposed immunogenetics study at Sandy Hook).

Marine Ecology (includes Sandy Hook benthic studies, phytoplankton
and food chain dynamics studies; estuarine studies at Oxford).

Physiology and behavior of marine animals (includes larval physiology
at Milford, physiological effects of contaminants at Milford and
Sandy Hook.

Pathology and mortality of marine animals (includes fish and shellfish
pathology at Oxford, fin rot studies at Sandy Hook, and larval
pathology at Milford.

Aquaculture (includes experimental biology and genetics at Milford
and pathology at Uxford).
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VIII. ADMINISTRATIVE SERVICES

This and other NMF'S centers will be headed by a Director and
Deputy Director. Major investigational units at this and other centers
will be kept to a minimum and will be compatible (but not necessarily
identical) with the five national budgetary descriptors: resources survey,

ecology, fishery management biology, aquaculture, and technology.

Such major units will be titled "Investigations' (piural) and each
will be headed by a '"Director of Investigations', Subunits should be kept
to a minimum, and each will be called an ""Investigation'', headed by an
"Investigation Chief". Subdivisions of an investigation (if needed) will be

called projects.

Each facility will be headed by an Officer-in-Charge, who is one of
the ranking scientists at the facility, The "Officer-in-Charge'' will make
necessary non-program decisions at a facility (assuming that the facility
administrative officer will continue to handle the day-to-day business of
the facility). The Officer-in-Charge of the facility will be the supervisor
of the administrative officer for the facility, but all administrative officers
will work closely with the Center Administrative Officer. Dr. Pearce is
designated Officer-in-Charge at the Sandy Hook Laboratory; Dr. Hanks is
designated Officer-in-Charge at the Milford Laboratory; and Dr. Rosenfield

is designated Officer-in-Charge at the Oxford Laboratory.



The facility should continue to be referred to as a laboratory --
when referring to the building itself, but otherwise investigational titles
should be used. For example, in conversation with others, people still
should refer to their place of employment as the Milford Laboratory, but
in such things as correspondence or manuscript headings, the proper

designation should include Center, Investigations, and facility location.

Research Administration

(1) Inter-laboratory cooperation, coordination, and productivity
will be assured through in-depth bimonthly visits by the Center Directorate,

and occasionally by the Regional Director and/or Deputy Regional Director.

(2) Research planning, for both current and future activities, will
be done by a Research Planning Council, chaired by the Center Director
and composed of the Directors of Investigations and the Deputy Center

Director. The Center Administrative Officer will be a member ex officio.

(3) It is intended that full and free communication at all levels of
each component major research unit will be encouraged through regular

on-site Investigation and Project Leaders meetings.
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Non-technical Administration

(1) The non-technical administrative organization of the Center
will consist of a Center Administrative Officer and a clerical staff

(see attached diagram),

(2) Existing non-technical staffs at the Oxford, Sandy Hook, and

Milford Laboratories will be retained.

(3) The Center Administrative Officer will perform as coordinator
of all non-technical administrative activities. He will have primary
responsibility for financial controls for the entire Center, He is responsible
for analysis and evaluation of all field-generated administrative proposals.
Facility Administrative Officers will be under the supervision of the
Officer-in-Charge at the respective facilities for proper execution of
housekeeping and maintenance activities, but will be responsive to needs
and wishes of the Center Administrative Officer. The Center Director
will specifically delegate to the Administrative Officer those responsibilities
which would enable him to free the Director of certain administrative duties.
Duties and responsibilities of the Administrative Officer and the Facility
Administrative Officer are outlined in Appendix B (Position description:
Center Administrative Officer), and Appendix C (Position description:

Facility Administrative Officer).



-58-

CENTER DIRECTOR

g Secretary

DEPUTY CENTER DIRECTOR

TECHNICAL SERVICES

VESSEL OPERATION
AND MAINTENANCE

Port Captain

R. V. Delaware II

ADP OPERATIONS

LIBRARY OPERATIONS

—| SPECIAL STUDIES UNIT

ADMINISTRATIVE SERVICES

ADMINISTRATIVE OFFICER

Center Clerical Staff

FIELD LABORATORIES




(4) Responsibility for the initial preparation of all necessary
forms (requisitions, pers‘onnel actions, etc.‘) remains with the
Facility Administrative Officers who will submit them to the Center
Directorate for review and evaluation as to conformity with established

staffing patterns, financial plans, etc.

(5) Formal submission to the Regional Office will be made only
upon receipt of approval frorﬁ the éenter Diréctorate. Administrative
Officers at the field facilities will not initiate direct actions with
Regional administrative personnel but aré wholly free to discuss
actions, previously approved by the Center Directorate, with Regional

personnel for the purpose of clarification or amplification.
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Ofﬁcer-im-Charge of facilities -~ Duties, Authorities and Responsibilities

The concept of O’ffic'er-in-Charg‘e is a new one, and one which needs
to be clearly defined. Essentially, the Officer-in-Charge, one of the
Directors of Investigations located at the facility, will be responsible for
final decisions relating to the facility, its space, its vessels and vehicles,
and other non-program factors, Since decisions made will affect research
and programs in tangible or intangible ways, the positién of Officer-in-
Charge will require the utmost in tact, diplomacy and communication with
all who might be affected by any action. This will be particularly true in the
cases when decisions involve vessel use, space allocations, etc. Normally
the Officer-in-Charge would be expected to communicate with Directors of
Investigations and Investigation Chiefs involved, before making decisions

which would in any way affect research.

As in the past, the Administrative Officer at the fa.ciiity will be re-
sponsible for most day-to-day transactions and business, The Officer-in-
Charge will be his immediate supervisor, and will make those decisions
which cannot be otherwise resolved. It should be perfectly clear that the
Officer-in-Charge will have final authority at his facility for non-program
decisions involving care, maintenance and use of facilities and services,

The Officer-in-Charge will also be responsible for all property, inventory,
and, by Investigations, of monthly reports of expenditures. All personnel
management documents pertaining to a specific resident Investigation group
will be forwarded to the Center Administrative Officer through the appropriate

Director of Investigations.
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IX., TECHNICAL SERVICES

The Technical Services Unit consists of four sections, (1) Vessel
Operations, (2) ADP Operations, (3) Library Operations and (4) Special
Studies. General supervision of the Technical Services Unit will be
one of the many responsibilities of the Deputy Center Director, (see

attached organizational diagram).

A, VESSEL OPERATIONS

The Vessel Operations Unit is composed of a Port Captain and the

officers and crews of the research vessels Delaware II and Challenger.

The unit is responsible for scheduling and providing vessel facilities

and services to the several Investigation Directors. Responsibility for
operation and maintenance of other vessels (smaller than 65 feet) of the
Center remains vested in the appropriate Officer-in-Charge of a research
facility. In the event of transfer of the larger vessels to NOS, the Port
Captain would function as the Center's liaison officer with that

agency.
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B. ADP OPERATIONS

ADP services will be provided to all Center Investigations by a
centralized unit located at Sandy Hook. That unit will be transferred
to the Center effective July 1, 1972. Decisions concerning priority
of work assignments for this unit will be made by Center Directorate
after discussions with appropriate Directors of Investigations. Close

liaison will be maintained with the ADP Center at Woods Hole.

The ADP Unit will eventually be composed of a Programmer-
Supervisor, a biomathematician, WAE, GS-14, a Programmer Aide,
and two card-punch and verifier operators. The unit is responsible
for supplying all Center components with data processing and computer
services and for technical assistance in the development of written pro-
grams. Teclinical assistance in the statistical design of éxperiments

will also be available.
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C. LIBRARY OPERATIONS

The Library Operations Unit is visualized as an instrument for
coordinating Center-wide library subscriptions and purchases and for
encouraging usage, on an interlibrary loan basis, by the individual
laboratories of the specialized literature holdings of the other
laboratories. The coordinating function will be performed on a
rotating basis by each of the Center librarians and will thus permit
each to bgcome thoroughly familiar with the available references in
each of the several laboratories. The rotating assignments will be
for one year's duration, will not require change of stations, and will
not impose a significant increase in job responsibilities. Librarians

would continue to be assigned to the component laboratories.
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D. SPECIAL STUDIES UNIT

The Special Studies Unit of the Center is designed to have a highly
flexible yet significant role in Center activities and programs. It will
be an instrument for planning and developing research proposals, for
providing evaluative and technical-consultant services on ongoing pro-
grams and for integrative coordination of multi-laboratory efforts.
Appointments to the Unit will be from Center personnel, will be of
limited duration, will not require changes of stations and will be for
specifically defined purposes. No changes in job descriptions will be

necessary.

One of the basic functions of thg Special Studies Unit would be to
test innovative ideas or hypotheses. Often the facilities, staff, and budget
of any single Investigation cannot encompass the effort nee,ded to explore
all the desired or needed research areas, and a larger framework would
be desirable. This is to be provided for the Center by the SSU. There
will be nok permanent staff in this unit. Field people whose innovative
proposals or important program responsibilities appear to justify intensive
development and/or prosecution will be appointed for varying periods of

time to the unit. Such appointments will not involve a change of station.
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Appointees may, if necessary, be relieved of regular duties at their
ho’me station while performing the function for which t‘hey were ap-
pointed. While remaining under the administrative supervision of

the Director of Investigations, their progress reports, etc., will be
forwarded directly to the Center Director. The latter Will personally
evaluate the work for creativity, technical competence and rate of pro-
gress. While such staff assignments carry no line authority, the
appointees when requesting cooperation from Directors of Investi-
gations will be reflecting the wishes of the Center Director. Every
reasonable opportunity to discharge his responsibilities should be

accorded to the appointee(s).

Such assignments could, if not reasonably prosecuted, upset the
normal operations of the cooperating Investigations. For this reason,
all such assignments will be discussed in advance with the Director
of Investigations concerned and, in the body of the assignment memo,
the scope of the assignee's authority to request cooperation will be
specifically delimited. The assignment memo will contain detailed
instructions as to level of authority, constraints on use of proper
channels of communication, duration of appointment, reporting require-
ments, travel authority, supervision, and relation of assignment to

current research responsibilities.
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We expect that in the future many of the activities of the SSU
would be generated and developed (and participants indicated) by the

Center's Research Council.

Assignments of varying length to the Special Studies Unit of the
Center may be made for purposes other than those mentioned above --
such as evaluation of certain specific research areas, cr preparation

of special publications or reports.

A copy of the appointment memo and follow-up correspondence
(such as commendatory letters, awards, etc.) will be placed in the

appointees personnel folder.

Reporting requirements will be clearly stated in the appointment
memo. In some cases monthly or bimonthly progress repo’rts will be
expected; in other cases only a final report. In some cases reports
will be made available to the Research Planning Council for further
consideration; in other cases the report will be made directly to the

Center Director, for his evaluation and use.
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X. PROGRAM PLANNING AND EVALUATION

An integral part of the success of research efforts in terms of value
received for investment made, effective use of personnel, and compatibility
with organizational goals, lies in detailed planning, adequate reporting, and
consistent evaluation. These actions must involve individual research staff
members, but they are the ultimate responsibility of Directors of Investi-

gations and the Center Directorate.

Program Planning

Documents will be developed by each Director of Investigations for
all investigations under his control. For each investigation, the following

" format will be used as an outline:

1. Program summary
2. Objectives, justification, history, related work

3. Technical plan -- including data mahagement and probability
of success

4. Reliability of plan -- to reach stated objectives

5. Management plan -- who will do what, who has what authority
and responsibilities

6. Management reports -- how information on the plan flows back
to assess success or failure

7. DProcurement
8. Schedules -- phases, milestones, completion dates
9. Resource requirements -- people, time, money

10. Program results
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Planning documents should be developed by Directors of
Investigations with the close cooperation and participation of
Investigation Chiefs and such other investigation staff members

as are desired.

Approved program documents should be in the hands of the
Center Directorate, Director of Investigations, Investigation Chief,

and all members of the investigation (professional and non-professional).

Quarterly reports of progress will be submitted by Investigation
Chiefs to Directors of Investigations. Summary reports will be sub-

mitted quarterly by Directors of Investigations to Center Director.

Periodic reviews of progress, based on proposed completion
dates and milestones should be made by Directors of Investigations
(at least on a semi-annual basis) of each investigation under their

control.

Annual on-site reviews and evaluations will be conducted by
the Center Directorate and all Directors of Investigations, according

to the guidelines which follow.



Annual Reviews of Investigations

1. Each Director of Investigations should plan an annual review,
on a date scheduled well in advance. The review team will consist of
Center Directorate, all other Directors of Investigations, Regional

Office representative (optional) and Central Office (Resource Research)

representative (optional).

2. Directors of Investigations should have prepared for the review
a summary document of no more than 20 numbered pages which will
include:
Agenda
Directors summary of significant accomplishments
Brief summary of each Project's accomplishment
Table of organization

List of publications

Each investigation and project summary should consist of three
sections: Objectives and goals, significant accomplishments, and future
plans. This document should be in the hands of each review team member
at least one week in advance of the scheduled re;riew date. A copy of a

review summary prepared recently by Oxford is included as Appendix F.
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3. Oral summaries should be given by Director of Investigations
and each Investigation Chief. Insofar as possible, within the time
allotted, Project Leaders may also be asked to presept brief sum-
maries, at the discretion of the Directors of Investigations. Initial
summary by Director of Investigations will include overview, history,

background, funding, and staff.

4. Scheduling of oral presentations should be such that time

will be available for questions or comments from the review team.

5. The review should be planned to start at 1:00 p.m. of one day
and to extend thru 4:00 p.m. of the next day, with a final hour for initial

comments to the Director of Investigations from the review team.

6. All members of the review team will submit a copy of their
comments in writing to the Center Director within one week after the

end of the review. The Center Directorate will add its comments, and

the entire package will be sent to the Director of Investigations concerned.
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External Reviews

Various kinds of external reviews may be requested. These
could include reviews for background information or for specific
objectives, conducted by NOAA, Department of Commerce, OMB,
Civil Service Commission, panels of state and university people,
etc. Common elements of all such reviews should be adequate
preparation by staff members involved, and follow-up evaluation,

preferably as a written report.
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Research Planning Council

The Center's Research Planning Council, consisting of Center
Director, Deputy Center Director, and all Directors of Investigations,
will concern itself with plans for new research and evaluation of on-
going studies. It is an advisory body to the Center Director, and is
constituted to insure the broadest possible field input irto research

planning.

Normally, part of each bimonthly meeting of Directors of Investi-
gations will be convened as a Research Planning Council session.

Possible items for consideration includg:
1. Review of proposals already submitted 3nd circulated.

2. Review specific program and program documents -- preferably

one located at the facility where the meeting is being held.

3. Review of Center's role in larger programs such as

MARMAP, MESA, Aquaculture, etc.

4. Review of Center's relationships with outside groups such

as Sea Grant, states, universities, etc.
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An important function of the council would be to act as recipient
for new research proposals. The proposed system includes the fol-

lowing procedures:

1. Director of Investigations submits one-page narrative
proposal (preferably one month in advance of meeting).
2. Considered as ""New Business'' by Council.
a. Accepted (w/priority assignment)
b. Rejected
c. Tabled for further information
3. I 2a - (and high priority) - Recommend Program Development
Leader (SSU)
4, If2b - (and low priority) - Place in suspended file
5. I 2c - ﬁequest originator to supply additional information -
for discussion under ''Old" business next meeting
6. Status reports from each program -
Development Leader at each meeting under '"old'" business
7. Center Di‘rector brings completed proposal documents to meetings

of Executive Research Planning Council
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X1, RELATIONS WITH OTHER AGENCIES AND

RESEARCH GROUPS

The Center must take an active, and at times primary, role in com-
munication and cooperation with diverse research and management groups
concerned with marine resources and their environment. Included would
be university faculty members, groups, or institutes, whether funded by
Sea Grant or not; state research and management groups; EPA and FDA
laboratories carrying on research related to that of the Center; MARMAP
coordinator and MARMARP research groups in other NMFS Centers; aqua-
culture activities, either in private companies or in universities; Corps
of Engineers; Water Resources staff members; State-Federal Fisheries
Initiative staff members; user groups interested in NMFS research

{sport and commercial); citizens groups and a host of others.

Many of the interactions may be delegated or assumed by'the Directors
of the appropriate Investigations of the Center, and effective liaison and
channels of field communication on research matters already developed and
ongoing in the several facilities should be maintained. Additionally, there
is no substitute for effective scientist to scientist communication, and nothing
in this section should be construed to inhibit or supplant it, but there are
areas where other routes of communication and group action -- panels, com-
mittees, conferences, review boards, etc. ~- in which the Center could

augment efforts of individuals, or even take lead roles in organizing and

implementing.



A. STATE-FEDERAL FISHERIES INITIATIVE

This is a new program, built around state-federal-industry inter-
action and cooperation. A Central Office and Regional Office staff will
be developed, with a regional plan of action determined largely by the
Regional Director. The various NMFS Centers will be involved in co-
operative work with state groups, in participation in meetings with various
user groups (examples would be recent meetings held with sport fisher-
men and surf clam industry groups), and in evaluation of proposals and
studies carried out under the program. The core of the program is the
development of effective management of fisheries -- particularly those
which cannot be managed effectively at present because of split state-
federal jurisdictions. Included would be attempts to strengthen existing
interstate compacts and organizations (such as ASMFC). The states would
be actively involved in the planning phases, so would be» truly partners in
the undertaking. A severe limiting factor is the present absence of control
of fishing by foreign nations on continental shelf stocks be}.rond 12 miles --
so the initial efforts of the state-federal plan should be directed toward

those coastal stocks which are relatively unaffected by foreign fishing.

Summary statements (interim documents) are included as

Appendix D,
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At present the surf clam and lobster have been selected to
receive primary emphasis in the Northeast Region under the State-
Federal Fisheries Initiative. Center staff members will be called
upon for scientific backup and support to the Region's State-Federal
staff, and will participate as necessary and desirable in the meetings
and conferences generated by the State-Federal staff. It will be
important that close and continuing communication be maintained

between the Center and the State-Federal group.
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B. UNIVERSITY RELATIONS

There are a number of mutual advantages in close association of
the Center and its component units’ with various university faculty
members and marine institutes. Probably the most significant ié the
presence in universities and university marine laboratories of expertise
valuable to NMFS, and of programs of research closely related to those
of NMFS. Good communication and in some cases cooperative studies

should be fostered.

One excellent approach, with which we have had some success in
the past, is that of small research contracts with universities, to support
studies of individual faculty members or graduate students in areas im-
portant to our programs. Such contracts often serve to make experts
and specialized studies available to us, and can serve as sources of
future employees. Often too our staff members can present seminars,
teach courses, take courses, serve on thesis committees, accept
adjunct faculty appointments, and otherwise participate in academic
affairs. Research contracts and resulting close interactions with

universities located near our facilities are strongly encouraged.



An additional approach is close involvement with university
groups supported by Sea Grant funds. The work supported by Sea
Grant must have a practical orientation, and is often very similar
to NMFS programs (as, for example, in mariculture, ocean pol-
lution, estuarine ecology, and fish diseases). Since Sea Grant is
now a part of NOAA, more effective liaison is possible. NMFS
staff members usually participate in site reviews, and cooperative
NMFS-Sea Grant projects have been proposed. There are a number
of Sea Grant supported institutions or projects in our geographic
area, including Virginia Institute of Marine Sciences, University
of Maryland, University of Delaware, State University of New York,
University of Connecticut, University of Rhode Island, and University
of New Hampshire. We must be aware of the work going on under this
funding, and we should attempt to develop cooperative programs,

formal or informal, where possible.
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C. MARMAP

The Marmap program will soon become operational, and this
Center will be a significant participant in it, Our initial active
involvement in phase 1 (ichthyoplankton) will begin in the summer
of 1972, and we will also be participating in planning for phase 2
(groundfish) and phase 3 (pelagic fish), Center Marmap coordinators

for phases 1 and 2 have already been designated. Delaware II will be

one of the major vessels for the survey, and our smaller vessels

will also be involved in coastal aspects of the surveys.

A Marmap field coordinator and support staff have been named

and are on duty at Narragansett. Our relationship with this group

must be developed so that (1) we have an active role in cruise planning,
(2) that our resource assessment objectives are considered in Marmap

planning, and (3) that our professional staff is insured adequate scientific

return for investment in Marmap.
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D. NEW YORK BIGHT CONTAMINANT STUDIES

The most important multidisciplinary effort of the Center at
present and in the immediate future is the New York Bight Con-
taminant Study. Our particular concern, and the basic reason for
our involvement, is assessment of the possible effects of marine
contamination on living resources. Many of the resources of the
component units of the Center have already been focused on this
study -- ecology, experimental biology, microbiology, pathology,
and chemistry -- and expected increases in funding will permit even

more extensive studies.

Several important steps have beén taken. An extensive report
on the effects of ocean dumping on th;a New York Bight area has been
completed by Sandy Hook. This document will serve as a very im-
portant background work for most of our future efforts. Additionally,
a Center coordinator for the New York Bight Study has been designated,

and a series of bimonthly meetings with participants has been initiated.
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It will be extremely important during the course of this work to
carry on broadly based studies, but to keep in mind our basic mission --
determination of the effects of environmental degradation on living
marine resources. It will also be important to make our information
available to all interested groups and agencies in carefully structured
ways. As scientists we have the responsibility to develop information
and to draw reasonable conclusions fror.n our data. As members of a
federal executive agency we have an added responsibility of channeling
public information through proper routes. Scientific information will
as always be channeled through scientific journals. Since we will be
dealing with highly charged and at times cqntroversial public issues,
we must be certain not to go beyond thé confines of conclusions sup-
portable by scientific data, but we sh.ould not hesitate to speak out on

issues for which we do have adequate data.

Since many groups -- other federal agencies, stgtes, and
universities -- are also carrying on various kinds of studies in the
New York Bight, communication and coordiﬁation are very important,
We should encourage, and possibly be the prime movers in, attempts to
set up a coordinating committee for New York Bight Studies -- possibly
with an annual workshop meeting of active research people modeled on

the Long Island Sound Conference.
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E., LONG ISLAND SOUND STUDIES

The New England River Basin Commission is supporting a Long
Island Sound Study, beginning at a very low funding level in FY 1972,
Several Center staff members have been named to serve on com-
mittees or to provide necessary background information. The full
extent of our future participation is unéértain at present, but will be
related to our interests in ocean pollution, thermal pollution, and
living resources of the Sound. The Sound is by definition a part of
the New York Bight, so it is within our area of concern. Additionally,
we have had and will have research going on in the Sound in connection

with dump site and thermal effluent studies.

An important aspect of the Long Island Sound Study will be close
coordination among the many groups carrying on studies the'ref The
annual Long Island Sound Conference has been an importan§ but some-
what informal vehicle for communication. This conference has been
and should continue to be strongly supported by us. The assignment of ‘
a staff of five to the Long Island Séund Study by the New England River
Basin Commission will provide a more structured vehicle for com-

munication, but should not supplant the annual conference,
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XII., PERSONNEL MANAGEMENT

A basic philosophy of the Center is that people will be treated as
individuals, and that insofar as possible within organizational confines,
their needs will be important to supervisory and management levels.
Productive staff members deserve every consideration possible within
‘the system in which we operate -- and this consideration applies equally
to scientific and support staff. In turn, itis the responsibility of every
staff member to do those things which will encourage and assure a high
level of scientific productivity by the Center and its component parts --
and to be able to do so in a pleasant, cooperative, and stimulating work
environment. Consideration, tact, andvdiplomacy must be vital ingredients

of everyone's attitude on the job.

Effective personnel management practices require major efforts,
particularly on the part of supervisors and managers, in a number of
areas: position classification, employeé performanée evaluation, promotion
policies, incentive awards, employee development, supervisory training,
and employee motivation. Each area is considered briefly in following

sections.



-85-

A, POSITION CLASSIFICATION

Every employee should have a copy of an up~to-date position
description outlining his duties, responsibilities and place in super-
visory levels. At least annually, position descriptions should be re-
viewed and updated. Whenever job assignments change significantly,
a new position description should be pi'epared.‘ Work assignments and
responsibilities, based on up-to-date position descriptions, should be
reviewed orally in conferences between employee and supervisor at

least annually, and preferably more frequently.

The position classification and duties assigned to an employee
should reflect his training, experience, abilities, and job performance,
within the confines of the grade structure, staffing pattern, and mission
of the Center. If inequities exist, or are thought to exist, they should be
discussed first with the supervisor, and then if necessary with the next

higher level of authority.



B. EMPLOYEE PERFORMANCE EVALUATION

Performance evaluation is a clear and unavoidable responsibility
of every supervisof, but it is one which, in the absence of clear guide-
lines, is often delayed indefinitely in the crush of other supervisory
responsibilities. Every employee is entitled to at least an annual
evaluation of his progress and his deficiencies, with suggestions for

improvement (where needed) from his supervisor. This annual review

must not be passed off lightly nor treated casually by either the employee

or the supervisor,

In addition to the more formal annual review and evaluation, but
in no way supplanting it, should be frequent contacts and discussion with
employees. Often in regular daily contact with employees some super-
visors are unwilling to criticize or otherwise admonish -- and often,
surprisingly enough, are unwilling to commend an employeg who is

doing a good job -- so that the employee really does not know his status,

or how he is measuring up to the expected norms of the job. This state

of affairs is totally unnecessary and intolerable.
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Often performance evaluations are delayed indefinitely because
the supervisor feels inadequate or self-conscious about confrontation
situations. Often the supervisor really lacks the tact and diplomacy
to do an effective verbal evaluation, particularly with average or below
average employees, without antagonizing them. Rules and guidelines
for successful verbal evaluations are available, and should be studied
carefully by supervisors who feel uneasy about such situations. One
successful approach is known as a ''problem solving appraisal' in which
the supervisor acts as a helper rather than a judge, encouraging the
employee to participate in solutions to problems about his own career

development.

One excellent approach to evaluation was instituted by the Bureau
of Commerciz:l Fisheries early in 1970. Every employee filled out a

form (2-303) called "Employee Inventory/Career Development Plan. "

He then discussed the plan and the realities of his job with his supervisor.

The form could then be used for later discussions, to see what aspects
were or were not accomplished in the intervening period. Accomplish-"
ments could thus be evaluated against previous plans and stated goals.
Unfortunately, this form was placed in limbo with the move into NOAA,
and a promised new plan of job evaluation has not appeared. Supervisors
are urged in the interim period to continue use of the form, or at least

the approach to evaluation which it outlined.
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C. PROMOTION REVIEW BOARD AND PROMOTION POLICY

Employees of this or any comparable organization should be paid
at a level commensurate with their training, experience and productivity.
Steps to insure that this is the case, and to prevent imbalances, are
fundamental responsibilities of supervisors and managers. Promotions
should be based on established criteria and oh adequate evaluation of
the individual's contribution to the mission of the organization. Mere

length of service in grade is not a significant criterion.

Review procedures (including pr;)motion review boards) have been
or soon will be developed ”for professional scientific as well as support
staff, since both categories are vital to the success of the Center's
mission, These procedures are not désigned to replace the supervisor's
responsibility to recommend promotions when warranted, but are rather
designed to insure equity in promotion procedures, and to provide some

standards against which job performance may be measured (see draft

General Memoranda 10 and 11 in Appendix E).

During the past year (as at times in previous years) there has
been a government-wide attempt to prevent any significant increase in

the overall grade average. This has resulted in a slowdown in processing



promotion actions. We are still under such restrictions, and must
submit requests for promotions in limited numbers and on a strict
priority basis. The net effect has been and still is a delay in many

promotion actions. Hopefully this situation will not persist indefinitely.

Promotions should be subjects of frank discussions between
employees and their supervisors, without embarrassment. The
annual performance evaluation should include consideration of this
subject, but the issue can be raised as a subject for discussion at

any time. Supervisors should indicate clearly what their expectations

are in terms of employee job performance and standards of productivity.

Within the government service and in this Center, promotions are
not automatic, nor are they derived from any given period,of service.
Within grade increases recognize satisfactory or average job per-

formance, while promotions are given for sustained above average job

performance or assumption of significant new duties and responsibilities.
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D, INCENTIVE AWARDS

A system of incentive awards in the form of quaiity Step increases
or cash awards has been developed within the government service for
noteworthy contributions by employees, in terms of high performance
levels or significant suggestions for improvements in the working
environment, on the job procedures, safety, etc. Often it seems that
the incentive award program is not pursued vigorously enough -- super-
visors often fail to recommend awards, or employees fail to submit
suggestions. It is everyone's responéibility to make the program a

success.

A Regional Review Board has been constituted to examine material
submitted under the incentive awared program, so action on submissions

should be facilitated.



E. CAREER DEVELOPMENT

One of the distinct advantages of the federal service is the broad
spectrum of possibilities for career development. Possibilities for ad-
ditional training during or after duty hours are nume;rous, and on-the-
job training for new responsibilities is usually availakle. Among the
types of training available and to be encouraged by this Center are
courses in technical subje‘cts at schools or universities on a part-time
basis; full-time academic training under NOAA fellowships; short

courses of from one day to several weeks in a variety of job-related

subjects. Job-related training is available to all staff members.

Obviously, training assignments must be apportioned so that the
operation of the organization is not severely hampered. Thus, for
example, the numbers of staff members from any Center component in
full-time training at any one time would have to be limited. Also, the
timing of training of any length must not conﬂict'seriously with pressing
job assignments. These time constraints are general, however, and

should not preclude the possibility of training at an alternate time.
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From time to time, opportunity develops for special assign-
ments at another Center, in the Regional Office, or in the Central
Office. Such assignments are excellent devices to broaden horizons,
to gain visibility in such higher echelons, or to investigate alternate
career possibilities without full commitment. No one should be forced
to accept such assignments, but they should be carefully considered

when opportunities arise.

Among the scientific staff, opportunities arise to serve on com-
mittees, to attend workshops, to go to Washington on special assignments,
or to participate in working parties to prepare proposals or background
documenté. The advantages of such sei‘vice should not be minimized,
but should be weighed against the loss of ?roductive research time,
Career plans of individual scientists vary to the extreme -/- some enjoy
and welcome administratively-oriented responsibilities and eventually
elec£ to take positions which remove themselves from research; others
prefer to remain in active full-time research, with a minimum of ad-
ministrative-supervisory responsibilities; still others elect to follow a
middle course, combining active research with non-research responsi-
bilities. The options are up to the individual, but the steps in any direction
are incremental rather than instantaneous., 7The rewards, in terms of
salary, should be equivalent, even though at times it seems that those

who opt for administrative duties move up the grade scale faster.
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F. SUPERVISORY TRAINING

Most organizations seem to operate most effectively when sub-
divided into groups with particular job assignments. Such groups are
responsible for segments of work, and each usually has one individual
at its head. This individual is given authority as well as responsibility,
and he or she is designated as a supervisor (although other working

titles may be used).

Management has the résponsibility of identifying and appointing
effective group leaders or supervisors, and must also provide training
in supervisory functions. There are many aspects of a supervisory
role that can be improved by proper training. Good supervisors need
to have basic attributes such as concern for people as people, a high
degree of technical competence, ability to make correct evaluations and

decisions, and ability to teach others effectively and to learn themseélves.

Often the complete spectrum of desirable attributes does not exist
and is not acquired magically on the day a person begins to supervise
others. Training can assist people to become more effective super-
visors, hence supervisory training is of importance to this or any

organization.



This Center will encourage supervisory training by encouraging
or requiring participation in short courses (now mandatory for all new
supervisors within one year of appointment), and by an irregular series
of seminars on a variety of subjects of importance to good supervision.
It may be feasible to conduct at intervals short courses for supervisors

at a Center facility (taught by Civil Service Commission staff).

Scientists who serve as supervisors (either as Investigation Chiefs

or Project Leaders) will still be expected to carry on effective research.

They must play a dual role of supervisor and productive scientist, and
hopefully they will be measured by their success in both arenas simul-
taneously. The ability to handle both hroles successfully is to some

extent a learned activity, but it does require large doses of good judg-

ment and effective use of time,
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G. EMPLOYEE MOTIVATION

A research laboratory is somewhat unique in that its products are
of direct personal concern to the professional staff members. Such
products -- scientific publications -- bear the author's name and are
subject to scrutiny, approval, or disapproval of peers in the scientific
community as well as of supervisory levels within the organization.
Thus scientists as a group are usually highly motivated to do excellent
work, if provided with adequate environmental support in terms of
equipment, library, technician assistance, and sympathetic scientific

management,

The support staff in scientific labbratories sometimes shares to
some degree th excitement and satisfactions of scientists in producing
a significant piece of research and writing. This is often true of technicians
and aids who work closely with scientists, but is less true of support staff
members not directly involved in research activities. Since successful
research efforts are founded on effective dedicated job performance by a
wide spectrum of people, scientists and non-scientists, it is important

that job satisfactions be available to all involved. This is a major



function of managers and supervisors, and can be particularly im-
portant when support staff is concerned. Motivational factors leading

to good job performance are diverse, and variable in importance from
individual to individual. High on the list for most people are such
factors as adequate salary, recognition of work efforts by super-

visors, pleasant work environment, adequate career ladder, and pos-
sibilities for training. Often a disparity exists betweer a staff member's
expectations and what is possible within the organization. A knowledge-
able sympathetic supervisor will attempt to reduce the gap produced

by encouraging the development and improvement of capabilities and work
performance levels of staff members for whom he is responsible. He

will not, however, make promises or commitments which cannot be met.

A major problem in employee motivation at present is the extreme
shortness of the career ladder in a number of positions. A new Ph.D.
research man can now start at a relatively high grade level, but his rate
of progress beyond GS-13 will be very slow unless he is truly outstanding
or unless he accepts supervisory responsibilities. As another example,

a clerk-typist starting at GS-3 level may be promoted to GS-4 within a
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reasonable time, but movement beyond the GS-5 level in field installations is



extremely difficult, New employees rarely have adequate comprehension
of this problem, and long-term employees may become increasingly
frustrated by it. Good solutions are few and not entirely satisfactory --
one would be to do such exceptional work that it cannot be overlooked;
another would be to move to an organization offering a higher pay scale;
still anoth.er would be to accept Regional or Central office positions

where the upper horizons in grade structure are somewhat higher.

This Center will do what it can to develop and maintain adequate
motivational factors, but the realities of grade structures and staff size

in field installations must be faced and accepted.
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H. EQUAL EMPLOYMENT OPPORTUNITY (EEOQ)

The concept of equal opportunity without regard to race, color,
creed, sex or national origin has been a part of the federal govern-
ment's employment policy for many years, and is a significant aspect

of the policies of this Center.

The present and continuing need is affirmative action by all
levels of management and supervision to make the concept a reality.
We must continue to extend efforts to every aspect and in ali areas of
equal employment opportunity including, but not limited to recruitment,

training, and career development.

This imposes upon all of us a duty to continue effective steps

toward the iriplementation of an effective program which will insure

positive action in all segments of our employment policies and practices.

We should critically reappraise our occupational structures to provide
entrance opportunities and advancement by on-the-job training and
career development. Essential objectives are employment patterns

providing equal opportunity for all.
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Managers and supervisors must become personally, as well as
officially, involved in making these concepts an urgent part of all
management and personnel policies, procedures, and practices through-
out the organization. It is only by such dedication that we can realize
the high goals and clear policy directives of Executive Orders which
provide for equality of opportunity regardless of race, color, creed,

sex, or national origin.
Some specific areas for action include the following:

(1) Orientation Program for Center Personnel

Underlying the success of the Equal Employment Opportunity

Program is accepting and understanding the program by all employees.

(2) Position Management and Classification

Inadequacies of the labor market and objectives of the
Equal Employment Opportunity Program demand increased attention
to job redesign and manpower utilization. Too often émployees may
be spending disproportionate amounts of time on tasks which do not

properly utilize their specialized training and talents. Occupations
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should be examined to identify those which offer opportunities
for shredding out subprofessional and nontechnical tasks to
that less skilled manpower may be employed. These pos-
sibilities should be explored in all occupational studies,

especially in qualification standards and staffing patterns.

(3) Recruitment, Placement and Utilization

To insure equal employment opportunity, it is essential
to apply realistic qualifications and evaluation procedures and
recruit minority group members, including women, for positions

at all grade levels and for all occupations.

(4) Training

In view of the close relationship between training and
subsequ.nt opportunities for advancement, specific attention to
training at the lower grade levels must be given first priority.
Continued review of training needs for employees at all grade

levels is also essential.



{5) Individual Personnel Development

Many employees possess capabilities and potentialities
which could contribute to the accomplishment of our goals. The
concept of equal opportunity in training and development must
be backed by counseling and guidance which will help the employee
to aésess potentialities and which encourage development of them.
The role of the supervisor must be marked by assistance and

encouragement,

(6) Enhanced Professional and Technical Opportunities

Major job opportunities in this Bureau are in a wide range
of scientific and related disciplines. Encouragement and help should
be provided for qualified but disadvantaged students, including women,

interested in these fields.

(7) Participation in Community Affairs

Community conditions and attitude s bear on an individual's
employability and tend to deprive otherwise qualified individuals of
opportunities. Employees may voluntarily participate as private
citizens in lawful community activities aimed at improving the

employability of all citizens.
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To provide greater understanding of the federal government's
EEO program, Department of Commerce Administrative Order 202-713,
NOAA Administrators Letter No. 5, and a statement of procedures re-

garding complaints are included in this document as Appendix G.
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I. LABOR MANAGEMENT RELATIONS

Research laboratories should, by their very nature, be pleasant
as well as productive places in which to work., The fnoét effective
results in this or any organization are obtained when each staff member,
regardless of his role, makes his maximum contribution, and is
recognized for this contribution. Occasionally, however, problems
develop, communications break down, or other incidents occur (as they
do with any large group) which require the establishment of procedural
guidelines. Some initial guidelines follow, and others can be developed

if the need arises:

1. Established supervisory channels should be followed in day-
to-day operations. An employee discdsseé with his supervisor job-
related proble ‘asv, and offers suggestions fqr improving productivity
or the work environment. The supervisor regularly discusses work
assignments and progress with the employee, and attempts to solve
job-related problems which arise. Normal lines bf'communication
in both directions are through the immediate supervisor. Howevef,
all employees have access to the next higher supervisory level if dis-

cussions with the immediate supervisor do not resolve a problem.



Discussions with the immediate supervisor must precede recourse
to higher supervisory levels, and normally the immediate super-
visor would participate in any further discussions involving an

employee and higher supervisory levels.

2. Hopefully, adequate two-way channels of oral and written
communication, operating in an environment of cooperation and good-
will, will help to resolve most questions and problems which develop.
Occasionally, though, problems will arise for which the Center will
have little if any control. These may involve current or long-terrﬁ
pfactices and restraints at Regional, Central Office, NOAA, or
Commerce levels. Attempts to resolve. such problems will be made

by the Center Director thru the appropriate supervisory channel

(which in the case of this Center is the Regional Director)..

3. Federal employees are not always familiar with their proper

roles concerning union activity. Specific and detailed rules and

regulations have been developed about union activity by federal employees.

Most of these are available on request from the Administrative Officer.’

In technical terms, employees have the right to organize, join, or
assist any employee organization -~ or to refrain from any such

activity. In the exercise of this right -- pro or con -- employees
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must be free from any restraint, interference, coercion, dis-
crimination, or reprisal. No supervisor will attempt to influence
in any way -~ positively or negatively -- the decision of an employee

under his supervision to join or not to join a union.

Membership or non-membership in a union by an employee
must not be allowed to influence in any way the attitudes of the
supervisor toward the employee. Activities related to unions, except
for those specifically stated in government regulations, must without

exception be conducted outside of §vorking hours.
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XIII. COMMUNICATIONS

Development and maintenance of effective continuing com-
munications will be one of the most critical and important activities
of the Center. Written and verbal communications of all types are
especially vital to the integrative responsibilities of the Center, par-
ticularly in view of the geographic dispersal of facilities. Key forms
of communication (but by no means all forms) include (1) reports and
publications; (2) meetings of Directors of Investigations and Ad-
ministrative Officers; (3) meetings‘ of Investigation staffs; and (4)
Policy statements and Center memoranda. Each is discussed in fol-

lowing sections.

Informal communication among individual research staff members,
regardless of geographic location within the Center, is strongly en-
couraged. Thus staff members should feel free (with, of course, con-
currence of their supervisor -- Investigations Di'rector or Investigation
Chief) to visit staff members in other facilities doing related research.
The same guidelines would apply to contacts with individual research
people outside the Center but within reasonable travel distance, whether

they be in other federal laboratories, or university laboratories.



In a similar way, communication with the scientific community,
user groups, or other federal, state and university groups, thru
participation in regional, national and international meetings, con-
ferencg, symposia, and workshops, should be encouraged -- within
the constraints of budget, time away from research, and relevance
of the particular meeting., Active participation in such meetings,
and in the-affairs of professional societies, provide good visibility
for the Center's programs and accomplishments, and are a normal
part of a scientific career. Each professional staff member should
be able to participate annually in af least one regional or national
meeting, and he should also expect to discuss his area of research

in seminars, talks to civic groups, etc.

Communication is a responsibility of every staff member,
regardless of his job. All employees shouid feel perfectly free to
discuss job-related problems with their immediate supervisor, and
to transmit to him or her any ideas or suggestions which will im-
prove the productivity or environment of the laboratory. Conversely,

supervisors should discuss job-related problems, and should make

suggestions about work assignments and performance, to all employees

on a regular basis. Normal lines of communication in both directions
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are through a person's immediate supervisor, but all staff members
have access to the next higher level of supervision if a problem seems
unresolvable in discussions with the immediate supervisor. Dis-
cussions with the immediate supervisor must precede any recourse

to higher supervisory levels, and normally the person occupying that
next level will expect the immediate supervisor as well as the employee

to participate in any further discussion.

Our communications relationships with Washington are complex
in some ways. Often the field will be called directly for some piece
of scientific information, but normally communications from the
Central Office will reach us through proper Regional and Center
channels. Occasionally, information is required on short notice, and
here verbal requests may come through the same channels, and
replies should follow similar. routes. If deadlines are extremely short,
you may be asked to bypass part of the route and respond directly to
a Central Office staff member. Information copies of such responses

should. be provided to the Center,
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A. REPORTS AND PUBLICATIONS

A variety of reports has been and will continue to be expected
of research and administrative staff members. Among the more
important research reports are monthly, quarterly, and annual
reports. As in the past, basic material and contributions to these
reports will be expected from members of the research staff, par-
ticularly Investigation Chiefs and Project Leaders. Directors of
Investigations are responsible for editing, modifying, amplifying,
contracting, and assembling reporfs from the Investigations under
their direction. Such materials will be submitted on a timely basis
to the Center for further editing, and will be assembled for sub-
mission to appropriate higher supervisory levels within scheduled
deadlines. A.nual reports in summary form, or in detail\with ap-
propriate illustrative material, will be expected, although the form

of publication of annual reports is not certain at present,

Administrative reports, which seem to be increasing in numbers,

will be submitted by the Center, but in most cases. will consist of a
compilation or integration of material provided by the facility Ad-

ministrative Officers and Officers-in-Charge. Deadlines for sub-

mission of such reports will be met conscientiously, which means that

material from the separate facilities must be provided on a timely basis.
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Insofar as published material is concerned, research staff
members have a dual responsibility: (1) to make the results of
their work known to the scientific community through publication
in scientific journals; and (2) to interpret their information and
conclusions in publications read by the general public, the fishing
industry, environmental groups, fishermen, and a host of other
non-scientific but interested laymen. An important corollary to
publication, both scientific and popular, is oral presentation at
scientific meetings, workshops, conferences, symposia, con-
servation meetings, sportsmen's club meetings, etc. As a general
rule-of-thumb, for which there may be a variety of exceptions for
good cause, it seems that a minimum average annual production
level by a full-time research staff member would be one major and
one minor scientific paper, significant contribution to one popular
article, and at least one oral presentation at a scientific meeting.
As GS levels are ascended, even with the addition of supervisory
responsibilities, publicatiéns and oral presentations should increase

accordingly.
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B. CENTER MEETINGS

A very important means of communication will be a schedule
of bimonthly meetings of Center Directorate with all Directors of
Investigations. Significant aspects of such meetings will be research
planning and evaluation, promotion review, funding review, and status
reports on research in progress. Coordinators of interdisciplinary
projects may be called upon to present reports. Meeting location
will rotate among Center facilities, andk research staff members at
the facility may be asked to give rveports’of progress in certain areas

of study.

Meetings of Center Administrative Officer and Facility Administrative
Officers will be held during every other bimonthly Center meeting, or
more often if necessary. This group will meet separately for part
of the session, then jointly with Directors of Investigations for part

of the session.

Special meetings of participants in Center inierdisciplinary‘ projects
may be called by the Project Coordinatpr or the Center Director. Such
special meetings may precede or follow the regular bimonthly Center
meeting, or they may be held at other times. At present, for example,

a meeting of participants in the New York Bight Contaminant Study is

held on the day before each scheduled bimonthly Center meeting.



For all group meetings it is important that some written record
of significant material be maintained. Normally this will consist of
summary notes which will be typed and distributed to all participants
within two weeks after the meeting date. Such notes should include
particularly conclusions or decisions reached as a result of dis-

cussions, and plans of action decided upon.
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C. MEETINGS OF INVESTIGATION STAFFS

Regular meetings of Investigations staffs, at times and intervals
determined by the Director of Investigations, are strongly encouraged,
The need for such meetings is particularly great in cases where com-
ponent units are geographically separated, but a need for verbal com-
munication and interchange of ideas and information always exists,

regardless of the physical situation.

Meetings of separate Invest'igation‘ staffs may also be desirable,
and plans for such meetingsi should be made in discussions between
the Investigation Chief and his Director of Investigations. Such
meetings may be held periodically or irregularly, depending on need.
If regular meetings are scheduled by the Director of Investigations
there may be less need for frequent or regular meetings of the

separate Investigations.



D. POLICY STATEMENTS AND GENERAL MEMORANDA

Regulations and guidelines are promulgated by various govern-
mental levels -~ Civil Service Commission, Department, NOAA, NMFS,
Regional -- but there are a number of field operational areas where dis-
cretion is feasible, and where some attempt at standardization among
’ the Center components is desirable. In an attempt to provide guidance
and uniformity, a series of Center general memoranda, often indicating
policy, have been and will continue to be developed. An initial core
will consist of statements on such matters as principles of research,
correspondence, supervisory responsibilities, leave, academic training,
etc. Later memoranda will concern almost any dis;: retionary area for
which some statement of policy or attempt at clarification would seem

important.

General memoranda which have been developed to date encompass
the following subjects: supervisory responsibilities, general statement
of principles, academic training, special studies unit, student employ-
ment, correspondence, and administrative procedures. Copies of each
of these are attached as Appendix E. It may be necessary in the future
to modify or augment some of these, so they must be considered working
documents., Additional subjects to be covered in future memoranda in-
clude publication policy, leave, travel, manuscript review, work per-

formance evaluation, and other topics as needed.
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XIV. FUTURE PROGRAMS AND PLANS

While the horizon gets very hazy beyond the next fiscal year,
there are a number of expansion areas which may be identified now.
Not all will materialize, of course, and new research areas not now
identifiable may emerge. Much depends on the kind of funding we
receive in the future (although the funding in turn is partly deter-
mined by the impact that we make on prqblems which now confront

us).

Certain marine contamination, and particularly the effects
of man-made degradation of the inshore environment on liviﬁg
resources, will continue to occupy much of our efforts for the fore-
seeable future. It is probable that NMFS will be joined in a major
way by other NOAA components for an integrated study of the New
York Bight. NMFS will prob:-;tbly continue to be the lead agency in
the study, but the.re will undoubtedly be greater coordination at

higher NOAA levels.
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Areas of particular competence within the Center are numerous,
and to single out only a few might be a disservice to others, but cer-
tainly marine microbiology, pathology of marine organisms, and
genetics of marine animals are among those which should be pursued
vigorously. The multidisciplinary area of aquaculture will also be
important, once we have developed an effective working arrangement
with Sea Grant aquaculture groups, and once funding exceeds present

very minimal levels.

Resource assessment in the Middle Atlantic Bight -- concentrating
on coastal fish and shellfish populations -- is a formidablé but very
necessary task of the Center, and one which will occupy much effort
over a number of years. With current focus on resources, regardless
of whether they are utilized by sport or commercial fishermen, there
is an opportunity now, more than ever before, to develop a comprehensive

understanding of this very productive part of the Atlantic Shelf.

-116-



FACILITIES

With the completion of the refurbishment of the original Milford
laboratory building, the next major facility projects must be re-
placement of the wharf at Sandy Hook, refurbishment of the Sandy
Hook facility, and eventual construction of a new laboratory at Sandy

Hook.

With the advent in the foreseeable future of the Gateway National
Park, which will include all of Sandy Hook, it is possible to think
broadly about a major new marine science center as a significant
component of fhe park. We envision the facility as housing our federal
fisheries research and administration, with public display areas and
areas for state and university marine research -- all with combined

auditorium and meeting room facilities.
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APPENDIX A

Center Director: Position Description

Introduction: Incumbent serves as Director of the Middle Atlantic

Coastal Fisheries Center, NOAA-NMFS, The Center is housed in
several facilities, together comprising the coastal research effort

of the National Marine Fisheries Service in the Middle Atlantic coastal
area of the United States. The Center investigations, with supporting .
physical and chemical oceanographic and hydrological and estuarine
activities, conduct resource and énviroﬁmental quality research on
living marine resources over broad zoogeographic areas in terms of
the total ecological context thereof, in cooperation with ocean-and
atmosphere-oriented NOAA agencies, with similarly involved domestic
Federal, State, and academic groups and with appropriate research

institutions in foreign countries.

Incumbent exercises line authority in the operations of thé Center. He
is responsible for exercising dynamic, critical and creative scientific
judgment and leadership, attaining a high level of inter-laboratory
technical coordination, and developing an effective administrative
management of the NMFS research programs associated with five
major research units of the Center: Ecosystems Investigations,
Resource Assessment Investigations, Experimentél Biology Investi-

gations, Pathology Investigations, and Aquaculture Investigations.



The Research Situation (General):

The Research Center concept in NMFS recognizes, and provides an
‘appropriate response for, the need to study living marine resources
in terms of their total ecological context: species to species inter-
actions. environmentally induced stresses of physical, chemical or
physiological character, availability and suitability of food supplies,
predétor-prey relationships, metabolic needs and processes; relative

abundances; growth, reproduction, distribution etc.

Typically, the Research Center will consist of an integrated complex
of scientific disciplines, usually stationed in geographically separated
facilities, whose common mission is the development and prosecution
of research programs calculated to elicit information necessary (1) for
rﬁanagemenf of living marine resources, (2) for the alleviation of
resource-damaging man-rr;ade environmental degradation over broad
zoogeographic areas, or (3) for clarification of other operant biological
"'systems, ' physical, chemical or physiological,. which are broad in

scope and complex in nature.
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Technical supervision is non-existent. Much of the Center's work is

of a pioneering nature, guidelines and precedents are scanty at best,

and a high level of creative and adaptive ability is required. Incumbent's
technical competency must be judged on the basis of his general reputation
among his scientific beers in this and in other countries. The incumbent
develops approaches to problems and is responsible for details of planning,
methodology, coordination and evaluation of progress in work assignments.
Findings and conclusions of the incumbent are considered authoritative and
are reviewed in conference with a supervisor and form the basis for sub-

sequent actions by the latter and by the United States Government.

Supervision Given:

Incumbent is responsible for the activities of approximately 200 highly
trained professionals, technicians and support staff engaged in the work
of the Ceﬁter. Supervision is exercised through several key people who

are typically, at the GS-15 lével.

Other Significant Facts:

Incumbent serves on various permanent and ad hoc interagency, Federal-
State, and Commission committees. Serving on these committees requires
a thorough and up-to-date knowledge of marine fishery and biological

science, a clear understanding and acceptance of Federal and NOAA policies



-122-

and missions, the ability to communicate, orally and in writing, with
other scientists and policy-makers, both domestic and foreign, and
especially to perform competently and diplomatically at meetings of
representations of various areas of the United States and/or of other
nationalities where handicaps of language and cultural barriers or of
different economic or social points of view must be surmounted to get

on with the business at hand. Additional requirements are (1) the ability
to participate fully in keeping and evaluations of minutes, (2) in the
formulation and preparation of statements and reports under pressing
deadlines during local, national and international meetings, (3) prepa-
ration and publication of technical papers in scientific journals, (4)
presentation of technical papers at scientific meetings, (5) participation
in and exercise of leadership in preparation of background papers for use
by the U. S. Government in domestic and international negotiations, (6)
ability to make oral reviews and critiques of research results at meetilzlgs
of State-Federal fisheries agencies and of sport fishing and commercial
fishing representatives. Incumbent will represent Regional Director and
Director at certain important meetings. Incumbent will work cloéely with

Regional Water Resources Staff,

Personal Qualifications:

As a Research Administrator, the incumbent must be able to correlate an
extensive technical background and experience in fields related to fishery

biology with an expert knowledge of policy and procedural requirements.

He must have a thorough understanding of the problems
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of coastal fisheries and the ability to develop programs to meet those
problems. He must have a detailed knowledge of the American fishing
industry and marine fisheries research and development. He must be
thoroughly informed on research results and progress made in other
government agencies, industry, and educational institutions within

the United States and foreign countries, and assure that up-to-date
information of significance is applied to the research programs under
his direction. The incumbent must possess the qualities of tact,
diplomacy, descretion, and persuasiveness for the successful conduct

of the Center's program.

The incumbent should be recognized and accepted as an authority in
several areas of fisheries research, and should be well-known to the
international fisheries research community. Additionally, he should
have demonstrated capabilities in broad areas of thinking in marine
research matters. Continued interest and participation in active

areas of research, or in synthesis of information in fisheries research,
will be expected, as will continuing publication in specializéd or broad

areas of fisheries research.

The incumbent should have attained, and will be expected to continue,
positions of leadership in scientific and technical societies. Of par-
ticular importance are roles as organizer and chairman of meetings,
colloquia, and symposia; chairmanship of committees of scientific
s.vocieties; roles in the affairs of scientific journals; and roles in the

activities of advisory committees on fisheries and environmental matters.



The research situation is, therefore, unique and leadership responsi-
bilities are commensurately onerous in that no organized precedents
or guidelines exist and in that the utmost in good judgment and tact in
scientific insight, originality and theoretical knowledge is required to
guide researchers in selection of tasks to assign priorities among

tasks.

Nature of Research Assignments (Specific):

The incumbent will be responsible for planning, integrating, and
evaluating effectiveness of research programs in broad areas of
coastal living resource utilization.. Of particular immediate con-
cern are effects of man-made environmental changes on living
resources. He may participate actively in aspects of research of
his choice, and he should continue writing and oral expression in
general areas of coastal resources. He should act as authoritative
spokesman for broad research areas included in the Center's |

various programs.

Supervision Received:

Immediate supervisor is the Regional Director, Northeast Region.
Major mission activities of the incumbent are developed in conference
with the immediate supervisor. General plans of action, conforming

with established NMF S-wide policies, are agreed upon.
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APPENDIX B
Center Administrative Officer: Position Description

Background: As a result of reorganization, the Middle Atlantic Coastal

Fisheries Center was established and will function under direct line

authority of the Center Director. The Center is composed of a directorate,

an associated centralized administrative unit led by an Administrative
Officer, and five major research units, each headed by a Director of

Investigations. The Center is to develop,' establish, and to prosecute

aggressively, and in an integrated manner, cooperative multi-disciplined

research programs on the biology and ecology of the living coastal
organisms of the North Atlantic Ocean. Staffing of the laboratories
includes: directors, professional research bersonnel, administrative
officers, techivlicians, administrative staff, maintenance staff and

vessel employees.

The purpose of this position is to relieve the Center Director of many
non-technical administrative duties, assist and advise on all businéss
management matters pertaining to various programs including planning
and budget, fiscal, procurement, property, payroll, personnel and

other staff services. To meet the needs of this position he will be
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assisted by laboratory Administrative Officers, secretaries and
other subordinate technicians qualified in the various categories
such as budget and fiscal, personnel, procurement, property and
payroll. As directed he will advise and assist Director(s) of
Investigations by supplying the administrative support and control

they require in establishing and conducting their research programs.

Research: He will serve as a member, ex-officio, of the Center
Research Council. As necessary he will accompany the Center
Director during site visits for the purpose of coordinating adminis-

trative needs for both current and future activities. He will act as

coordinator of all non-technical administrative activities at the Center

and Laboratories.

Budget & Finance: He will have primary responsibility for financial

controls for all components of the Center. He will develop and be

responsible for all necessary administrative reports emanating from

the Center and the field. He will consolidate and summarize them as

directed by the Center Director.
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Assists the Center Director with budget planning by providing reliable
cost data covering salary, equipment, and non-personal services and
overhead needs; discusses needs of the Laboratories; counsels and
assists in the preparation of the budget. Upon receipt of approved
operating cost schedules, assists in the allocation of funds as directed

by the Center Director.

Keeps Center Director periodically informed on the status of funds
allocated and of the need foir adjustments to meet unforeseen expenses
or variations in costs of equipment; sala:t"ies and contracts. Insure
conformance with quarterly apportionments. As directed, submit
fiscal analyses to Center Director. Supervises the maintenance and
preparation of all fiscal and cost accounting records in accordance
with established procedures. Prepares breakdown of expenditures and

other obligations as required.

Periodically reviews practices and procedures of administrative officers
at the laboratories to insure compliance with established policy and
regulations in the processing of vouchers, invoices, purchase orders,

travel vouchers, etc.
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Procurement & Property Management: In compliance with laws,

regulations and policies of Central Office, Regional Office and

Center Director, establish and supervise procurement procedures

of Center components. Modifies and changes procedures when neces-
sary to better serve the needs of the using unit where there is no
conflict with existing administrative restraints. Assist Facility
Administrative Officers, Officers-in-Charge, and Directors of
Investigations in interpreting directives, laws, regulations and
established policy concerning procurements. Will insure that all

procurement complies with delegated open market authority.

Reviews field-generated requisitions to insure they meet necessary
administrative needs and are outside his delegated procurement

authority to cubmitting to Center Director for approval.

Insures all property of the Center and its components is properly
received, recorded, maintained and utilized in compliance with
existing laws, regulations and directives. As necessary will assist

in the conduct of annual inventories and periodic inspections.
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Personnel Management: Reviews recommendations for appointments,

promotions, reassignments and separations for personnel, approved

by Center Director, and ascertains that positions are properly identified
or described, that job descriptions meet the requirements for the grade
recommended, ascertain that funds and position ceilings are available,

within the established pattern for the Center.

Assist Directors of Investigations, as required, in orienting and counseling
new members of the Laboratory Staff pertaining to employee rights,
privileges, benefits and regulations governing conduct and outside activities,
etc. May administer oaths for appointment affidavits. Acts as advisor to
Center Director in labor management practices and participates in Union

negotiations for the Center.

Assists Faciﬁty Administrative Officers in the proper preparation and
reporting of personal accident and motor vehicle accident forms. Is
responsible for timely submission of applicable CA, DI and Standard

Forms.
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Acts as advisor to Center Director and assists Center personnel in ful-
filling established training program of the Center. Makes recommen-
dations to Center Director concerning training program and keeps him

up to date on changes in regulations, Central and Regional Office policy.

General: Assumes responsibility for efficient communication systems
such as mail, telephone and intercommunications. Is responsible for
temporary assignments of clerical personnel as necessary to meet peak
workloads or whenever such adjustments can be expected to resuit in
increased economy or efficiency. is responsible for meeting established

deadlines for submission of reports, forms, data, etc.

Advises the Center Director on matters concerning operation of the station
and laboratory administrative policies, inciuding interpretation of agency
regulations and directives. Prepares memoranda of instructions and
information pertaining to administrative matters for distribution to Center
personnel. Prepares and/or supervises preparatic;n of reports, memoranda,
letters, etc., to Regional and Central Offices, other agencies, private
sources, regarding administrative matters. Frequently contacts Regional
and Central Office personnel on administrativé matters and works directly,

when required, with Laboratory supervisory personnel.



Participates in Laboratory conferences regarding operational and
administrative matters. Identifies problems involving administration
and suggests possible solutions. Takes an active role in personnel
rec ruitment'including work with other government agencies and

affiliates.

Will assume over-all responsibility for the proper execution of house-
keeping and maintenance activities of the Center and component
laboratories with day-~to-day operational responsibility assumed by

assigned administrative officers.

Will review all administrative documents submitted by facilify Ad-
ministrative Officer prior to submitting them to Center Directorate

for approval or forwarding to higher authority.

Assist Center Director in pre'paration and review of proposéd research
and development contracts for compliance with administrative require-
ments such as proper distribution of cost, compliar.xcie with approved
staffing pattern, submission of all necessary forms and maintaining
up-to-date file on all contracts. Assist Center personnel in preparing
‘initial submission by furnishing such information as operational, labor

cost, overhead cost and applicable regulations and directives.
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Supervision received: Works under general direction of the Center Director.

Because of the variety of duties involved, has considerable latitude for
personal decisions and unreviewed action in planning and carrying out his
work assigriments in conformance with government and Center procedures
established by higher authority. Where procedures are not spelled out,
incumbent must rely on past experience and personal judgment. Position
requires good working familiarity with procedures and regulations established
by the higher authority pertaining to administrative matters. Makes

personal contacts in a variety of routine and special administrative

functions in both private and goverﬁment sectors in the interest of

the Laboratory.

Supervisory Responsibilities: Advises an administrative staff of three

administrative officers and directly supervises a Center clerical staff.
Will perform as coordinator of all non-technical administrative activities
of the Center and component laboratories insuring that administrative
support meets the needs of the individual laboratorAyAand Officer-in-
Charge of said Laboratofy while, at the same time, complying with
sound administrative practices. The Center Director will specifically
delegate those responsibilities which will free him of certain ad-

ministrative duties.
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APPENDIX C

FACILITY ADMINISTRATIVE OFFICER: POSITION DESCRIPTION



APPENDIX C
Administrative Officer (facility) -- Position Description

Background: As a result of reorganization, the Middle Atlantic Coastal
Fisheries Center was established and will function under direct line
authority of the Center Director. The Center is composed of a directorate,
an associated centralized administrative unit, and five major research
units. The Center is to develop, establish, and to prosecute aggressively
and in an integrated manner, coope;‘ative multi-disciplined research pro-
grams on the biology and ecology of the living marine coastal organisms

of the North Atlantic Ocean. Staffing of the facilities includés: Directors
of Investigations, Investigation Chiefs, professional research persz;nnel,
administrative officers, technicians, aides; administrative staff,

maintenance staff and vessel employees.
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The purpose of this position is to insure all non-technical administrative

requirements of the component laboratories are met thereby relieving the
Officer-in-Charge or Directors of Investigations of this responsibility.

Duties will include participating in program planning, fiscal procurement,

property, payroll, personnel office services and be responsible for expediting

work programs with the assistance of subordinate clerical and technical

personnel
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Budget and Finance: Assists the Officer-in-Charge and Directors of

Investigations with budget planning and providing reliable cost data
covering salary, equipment, and non-personal services and over-
head needs§ discusses needs of the laboratory, and counsels and
assists in the préparation of the budget in final form for submission
to the Center Director. Assists in the allocation of funds as approved
by the Center Director. Keeps Center Director and Directors of
Investigations periodically informed on the status of funds allocated
and of the need for adjustments to meet unforeseen expenses or
variations in equipment, salary and contract costs, and conformance
with quarterly apportionments., Submits monthly fiscal anaiysis to
Center Director. Supervises the maintenance and preparation of a‘11
fiscal and cost accounting records in accoz.:dance with established
procedures. Prepares breakdown of expenditures and other obligations

as required.

Reviews travel vouchers submitted by laboratory étaff, billings from
other Federal agencies or establishments and private sources to insure
that the goods or services received are proper. Examines for accuracy,
legality and compliance with regulations vouchers, invoices, purchase
orders, bills of lading, etc., and certifies and approves accounting

documents prior to submission to regional office for payment.



Procurement: Is responsible for procuring laboratory and office

equipment, supplies and services by both formal and informal bid
procedures. Reviews requisitions and purchase orders for purchase

of supplies, equipment and services, prior to submission to Center
Directorate, to determine necessity, availability of funds, con-
formance with established policies and procedures, open market
limitation, established contract and supply sources. Prepares drafts

of bid invitations for purchase or lease of equipment, supplies, etc.
Confers with representatives on utilization of their products, manufacture
of special gear and equipment as réquired for operation and maintenance
of Laboratory and facilities, by telétype or correspondence. Contacts
Area Utilization Officers of excess property whenever necessary to
ascertain availability of supplies and equipi;nent needed for building

improvement 'nd vessel operations, inspecting such items as required.

Property Management: Is responsible for the receipt, inspection and re-

cording of equipment, maintenance of stocks of required sui)plies and
materials, maintenance of property lists and the conduct of inventories
when required. Recommends disposition of equipment not being utilized
or of obsolete or unsafe equipment., Supervises the maintenance of all
property records insuring that they are kept on a current and accurate

basis.
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Personnel Management: Reviews recommendations for appointment, pro-

motion, reassignment and separation of personnel, approved by Directors
of Investigations, and ascertains that positions are properly identified

or described, that recommended candidate appears qualified, funds and
ceiling positions available, citizenship, age, veteran's preference, and
other applicable requirements are met and that the proposed action will
otherwise permit orderly processing by Center. Prepares position descriptions
for clerical and unclassified personnel, together with justifications for per-;
sonnel actions. Assists Officer-in-Charge and Directors of Investigations
as required, in orienting and counseling new members of the office per-
taining to employee rights, priviieges, benefits, regulations governing
conduct and outside activities, etc. Insures that all forms required in
connection with personnel actions are promptly prepared and forwarded

to the Center Director. Supervises the properrecording of attendance

and leave of laboratory staff. Assumes responsibility as station motor
vehicle driver's examiner and for the proper issuar.lc.e, recovrding, and
distribution of forms related thereto. Assists employees in the proper
preparation and reporting of personal accident and motor vehicle accident
forms. Is responsible for timely submission of applicable CA, DI and

Standard Forms to the Center Director.
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General: Assumes responsibility for an efficient communication system
such as mail, telephone and intercommunications. Is responsible for
temporary assignments of clerical personnel as necessary to meet

peak workloads or whenever such adjustments can be expected to result
in increased economy or efficiency. Is responsible for meeting dead-
lines established by the Center Director, Officer-in-Charge, regional

and central offices, for the submission of reports, forms, data, etc.

Advises the Officer-in-Charge on matters concerning operation of the
station and laboratory administrative policies, including interpretation
of the Bureau and Departmental manuals., Prepares memoranda of
instructions and information pei‘taining to administrative matters for
distribution to laboratory personnel. Prepares and/or supervises
preparation of reports, memoranda, letters, etc., to Center Director,
regional and central offices, other agencies, private sourées, regarding

administrative matters.

Supervisory Responsibilities: Supervises an administrative staff as assigned.

Provides general and detailed supervision, as required, reviewing work for
completeness and accuracy, rating for performance, approving leave,
recommending promotions, reassignments, etc. Bears special responsi-
bility in assuring satisfactory discharge of dual responsibilities: to Center

Directorate, to OIC of facility and to individual Directors of Investigations.,
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Supervision received: Works under general supervision of the Officer-in-

Charge insuring his administrative group meets the administrative needs
of the Directors of Investigations or Officer-in-Charge of his assigned

station.

Because of the variety of duties involved has considerable latitude for
personal decisions and unreviewed action in planning and carrying out

his work assignments in conformance with government and laboratory
procedures and where procedures are not spelled out relies on his personal
judgment., Position requires good w'orking familiarity with procedurés and
regulations established by the Centel;, Regional and Central Offices per-

taining to administrative matters.
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APPENDIX D

State-Federal Fisheries Management Initiative

Summary

The purpose of this proposed program is to work toward a co-
ordinated State-Federal program designed to improve the management
of fish resources so as to achieve the appropriate allocation of these

resources among competing users.

The basic emphasis of this program is to solve the root problems
of the fishing industry and to set the stage for the development of an

economically viable industry.

This will be accomplished by developing the proper NMFS philosophy
and organization to work join.tly with the States and industry té implement
a fishery-by-fishery management program designed to éonservé the
resource, mitigate important sport-commercial cdnﬂicts, énd inhibit
the proliferation of excess labor and capital in the commercial fishing

industry.



Mission

To establish a coordinated State-Federal program designed to

improve the management of fish resources 8o as to achieve the

appropriate allocation of these resources among competing users

and provide the legal-institutional environment for the development

of a viable commercial fishing industry and maximum rec reational

opportunities.

The harvestir;g segment of the commercial fishing industry has
generally been in continual economic difficulty over the past two decades.
The fleets in certain of our importéht fisheries have deteriorated to the
extent that the vessels can no lo;'lger be considered as efficient, sea-
worthy, fishing units. Symptoms of the existing situation in many parts
of this industry have been low returns to labor and/or capital, and thus,

old vessels and old crewmen to operate them.

Subsidies, technical as sistance, and other direct aid programs that
attack only the symptoms and not the basic problems will not be success-
ful in upgrading the industry. Rather, it is necessary to solve the basic
problems associated with generally free international and domestic entry

into any fishery; and obscure, ambiguous fisheries jurisdiction.
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Alleviating these problems will set the stage for limiting fishing
effort on our fish stocks and provide a mechanism for fisheries manage-
ment beyond territorial waters, Accomplishment of the mission will

entail the alleviation of major sport-commercial fishery problems.

NMF'S is initiating an effort to provide the cooperation and as-
sistance necessary to develop appropriate management programs in-
volving individual States, groups of States, and joint programs between

States and the Federal Government.

Basic Problems

1. Common Property Character of the Resources

Fishery resources are generally éharacterized‘ by undefinéd property
rights and are considered. as ”comrﬁon property' resources. The un-
defined property rights imply a traditionally vested right of anyone nationally
and internationally (outside fishery jurisdiction limits) to exploit the fish
resources. This, combined with the increasing demands for fish and fish
products, has attracted excessive numbers of commercial fishermen, and

with them the threat of overfishing, to many of our important fisheries.



This situation is complicated and in some cases intensified where

sport and commercial fishermen compete for the same species.

Resulations to alleviate the problem of overfishing so far as the
commercial fisheries are concerned have generally been of the type
which allow unlimited numbers of fishermen but impose inefficiencies
on them. Such regulations virtually guarantee an economically depressed
industry. |

2. Split fisheries jurisdiction between States and the
Federal Government

The individual States have jurisdiction over fishery resources in the
territorial waters of the United States. There is at present no clear
authority for management by either the States or the Federal Government
in the Contiguous Zone, and the resources beyond 12 miles are open to
international exploitation which may be controlled only through inter-

national bilateral or multilateral agreements.

Many of our fishery resoufces range across the threé zones and
thus, under present constitutional and statutory authority, no single
Government entity can adequately manage such resources. Furfher,
there is no suitable mechanism for joint management by the various

Governments entities involved.
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Objec tives

1. Strengthen the mechanism for control of international exploitation

of resources adjacent to U, 8. coasts

Simultaneously with the development of a domestic management plan,

international fisheries control must be stabilized. The designation

of access to fisheries off the U. S. coast must be made before the full
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implementation of the State-Federal program can be accomplished., Without

an effective international control program in those fisheries exploited by

foreign fleets, it will not be possible to realistically evaluate alternative

management programs and establish rigorous controls on the domestic fleet.

2. Establish guidelines for managing fisheries

Fisheries, as well as other natural resources, can be managed for
many different purposes. In order to provide guidelines for the manage-
ment of fisher‘y resources, criteria must be identified and used to judge
the effectiveness of alternative management programs. The primary
criteria that must be identified relate to biological, .econorﬁic and
social aspects of the fishing industry. These criteria must be developed
cooperatively by States and the Federal Government in order to assure
that the management guidelines, based on the relevant criteria, \-;vill
allow for an effective management program acceptable to States and the

Federal Government.



3. Provide a mechanism through legislation for States and groups
of States and the Federal Government to cooperatively manage
resources

It is clear that an effective mechanism, for implementing fishery
management programs, that adequately covers fishery resources that
migrate through the territorial waters, Contiguous Zone, and beyond
does not exist. Because of the split jurisdiction, these resources can
be managed only by a consistent joint program among the State and
Federal entities. A truly effective fisheries management plan will
require that the States and the Federal Government set up, cooperatively,
a workable plan that will consider fhe needs of the individual States but

at the same time fall within the overall guidelines and policies.

The proposed High Seas Fisheries Act will provide an important

first step toward this objective (See attached chart).

4. Improve the capability of States to conduct management
oriented research ’

Because many important species spend at least part df their life
cycle in areas under State jurisdiction, it is critical that improved
biological and economic information required for a total maﬁagement
plan be developed by the States. This can be accomplished by providing

increased grants-in-aid for the purpose of generating information needed

for the establishment of effective joint State-Federal management programs.
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Because of the important role played by recreational fishermen
in waters under State jurisdiction, States should place importance on
the development of research studies aimed at answering biological and
economic questiohs regarding species fished by recreational fishermen
as well as commercial fishermen,

5. Evaluate and test feasibility of alternative programs of Joint
State-Federal Management Systems

In order to establish information to identify where excess fishing
capability is now posing threats to the resource or the economic
viability of the fishery, it will be nécessary to bring together in one

package all available data and research results for each fishery. This

information will be used to determine the need for limiting fishing effort

or other management techniques.

As the fishery-hy-fishery analyses are completed, a complete
review and evaluation of management options with State management
agencies and industry members to cover the impact, advantages and

disadvantages of each will be necessary. Recreational and commercial

fishery interaction will be considered in the fishery-by-fishery analyses.
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Feasibility testing of the alternatives to assure compliance with
guidelines as well as political acceptability should be made co-

operatively by the States and the Federal Government.

The evaluation and improvement of management options will be an on-
going process, and information obtained from the grant-in-aid program,
other State programs, and NMFS programs such as MARMAP, Economics,

and others will play an increasingly important role in this,

6. Implement specific management programs for each fishery

It is recognized that in some fisheries and with some States or groups
or groups of States, implementation of management programs will proceed

more rapidly than will others.

In any case, specific legislation to aufhorize, where appropriate,
the limitation of fishing effort will likely be necessary. It will be neces-
sary to develop workable State-Federal mechanisms forvestablishing
regulations, and to provide for monitoring and enfo.fcing the regulatory

systems.
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The timing on specific legislation will be determined by the sequence

of accomplishing objectives previously described.

It will be essential to inte‘grate individual fishery management
plans to the extent possible so that a program aimed at the optimum

development of all fisheries can be attained.
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Broad Guidelines for Regional State-Federal Action Plans

1. Educational and Information Meetings

a. Gain the support of States and industry by discussing the
State-Federal program at every opportunity with State people,

the industry, local universities and our own staff,

b. Discuss our legislative plans and how they relate to the
program.
(1) High Seas Bill

(2) PL 88-309 Management Grant Bill

c. Involve the States and the industry in development of

regional plans -- make them feel a part of it.

2. Improve upon our cooperative relationship with the State
agencies and with the interstate comparts if appropriate

a. Be aware of their urgent problems and offer our assistance --

show that we do not want to take over but mérely assume an as-

sistance role where appropriate.

b. Keep them more fully informed than presently of our

programs and plans.
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c. Explore the possibility of Federal people and State

people working together on common problems.

d. Explore the possibility of selected National Marine Fisheries

Service people spending time with State agencies and State people

spending time with NMFS.

e. Identify conflicts which States clearly cannot solve alone

and study ways of solving them -- offer assistance in solving them. .

f. Look at the possibility of funding small contracts with the

State agencies to supply information they feel they need.

3. Improving management of fisheries

a. Study the fisheries to see which are hampered most by
inefficient regulations, conflicts, overcapitalization, etc., and
explore alternative management schemes (limited entry, if ap-

pripriate) and identify those which seem most in need of changes.

b. Study alternatives for these fisheries to see what improve-

ments seem feasible.

c. Discuss problems and possibilities for improvement

with States and industry. Get them involved.
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d. Attempt to come up with plans acceptable to the industry,
States, and NMFS, Execution of plans might have to await passage
of High Seas Bill or it might be feasible to put into effect on more

or less a voluntary basis prior to passage of High Seas Bill.

4, Providing for data inputs

In assessing the needed improvements in fisheries’management
on a fishery-by-fisheries basis various data gaps will immediately Become
evident - describe these needs and develop plans for filling these gaps by:
a. Redirecting in-house progré.m efforts
b. Encouraging States td obtain information usiné PL 88-309 program
c. Contract work with State-Federal funds

d. New funding (include in future budget proposals).
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APPENDIX E

General Memoranda

General Memorandum 72-1 issued as a draft on August 13, 1971,
"organization, structure, mission, and operation of the North Atlantic
Coastal Fisheries Research Center'" is superseded by the present

document, and is not included here.
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GENERAL MEMORANDUM 72-2

Draft: August 13, 1971
Revised: February 28, 1972
TO: All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM: - Center Director
SUBJECT: Center Organization and Supervisory Responsibilities
The CENTER Director is ultimately responsible for all phases of the
CENTER'S administration as well as its research and service activities.
Much of this responsibility obviously must be shared and/or delegated.
For example, responsibility for research planning, coordination, and
analysis must be jointly shared with Directors of Investigations and
research staff; responsibility for vessel programming and logistics must
be shared with the Directors of Investigations and the marine super-
intendent; responsibility for administrative procedures and activities must
be shared with the Executive Officer, the Administrative Officers and
their staffs.
The principal functions of the Director include:
1. Setting objectives and goals, stimulating research, and determining policy;
2. Organizing effective research groups;

3. Maintaining the best possible environment for research;

4. Insuring effective communication within the group and with outside groups
of all kinds.

5. Examining and analyzing research results;

6. Recruiting key staff members.

7. Developing research and supervisory capabilities of staff members;

8. Insuring proper status and satisfaction of scientists and supporting staff;

9. Coordinating laboratory activities with those of industry, academic, federal,
state and international groups and agencies.
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GM 72-2, February 28, 1972 -2~

The Deputy Center Director has a critical role in the Center's administration
and research activities. He is the Director's deputy in all duties and responsi-
bilities and has full responsibility in the absence of the Director. Additionally,
some of the Director's responsibilities are directly delegated to the Deputy
Director to provide effective overall administration of the CENTER. At
present, these responsibilities include supervision of the Libraries, Marine
Technical Services, Data Processing, Editorial Services, and Typing Services.
In all other administrative areas and at all times the Deputy Director should

be considered to speak and act with the authority of the Director.

Directors of Investigations have a primary role in planning, supervising,
stimulating, and participating in effective research within their program.
They also have advisory responsibilities related to the research orientation
and procedures of the CENTER. Directors of Investigations meet regularly
with other supervisors as a Planning Council to consider and advise on many
aspects of laboratory research and administration. In this advisory capacity
they are expected to consider certain subjects from the viewpoint of the good
of the CENTER rather than the individual investigations. All supervisors
have the responsibility of bringing to council meetings the opinions, comments,
and suggestions of their staff, and of communicating the results of discussions
to the staff members they supervise. ’

The Center Administrative Officer advises all Administrative Services com-
ponents of the CENTER. These include personnel, finance, purchasing, and
buildings and grounds. These key activities are vital to the efficient operation
of the CENTER and to the support of the CENTER'S research. The Center
Administrative Officer is a member ex officio of the CENTER Research
Council. :

The Marine Superintendent supervises Marine Services -- which include
vessel operations, crewing, and maintenance. His responsibility is to pro-
vide a functional and efficiently operating vessel to support the research
programs. The Marine Superintendent is a member ex officio of the
CENTER Research Council.

Carl J. Sindermann
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GENERAL MEMORANDUM 72-3

Draft: August 13, 1971
Revised: February 28, 1972

All Staff Members, Middle Atlantic Coastal Fisheries Center

FROM: Center Director

SUBJECT: General Statement of Principles

This Center is, first and last, a research organization, hence whatever
aids and fosters research is good, and whatever hinders it is not good.
However, for most effective operation there are ground rules and proce-
dures that must be followed, since an orderly administrative structure and
orderly routes of authority are necessary to provide proper support for
research activities. Productive research people deserve all possible
assistance from the administrative staff, since the administrative service
functions of the laboratory are designed to facilitate research functions,
The supporting staff in a research laboratory plays an important and
critical role in the success of the organization. This role should be
recognized and appreciated.

One of the primary goals in administration of a research laboratory must
be the maintenance of an environment conducive to effective research.
Research laboratories should by their very nature be pleasant, productive,
and stimulating places in which to work.

Program objectives and research orientation will be reviewed periodically.
Directors of Investigations can and should expect considerable autonomy in
planning and executing research, but since the Center Director is ulti-
mately responsible for the research carried on by the component research
units, final decisions on objectives and orientation must remain with him.

Published results of research constitute the primary products of a research
group. A major responsibility of research people is to make the results

of their research known through continuing scientific publication. While
progress reports and summaries of various kinds are required occa-
sionally, there is a danger in the production of excessive amounts of
mimeographed materials, which do not constitute publication. Research

is a continuous and continuing process, as is publication of results. All
projects should be planned with a definite publication in mind. Prepa-
ration of results of completed research for publication should be carried

on concurrently with active research on new projects.
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GM 72-3, February 28, 1972 2.

5.

For effective operation of a research organization, communication is
essential. This includes communication among research people, and
between the scientific and supporting staff. To this end regular staff
meetings, annual program reviews, and other types of conferences
will be required as a matter of policy.

Carl J. Sindermann
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General Memorandum 72-4 '"Publication and Editorial Policy'' ‘not

yet finalized.
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GENERAL MEMORANDUM 72-5

Draft: August 13, 1971
Revised: February 28, 1972

TO: All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM: Center Director
SUBJECT: Academic Training

Opportunity for further academic training while employed is one of the many
fringe benefits offered by the government. These benefits are available in two
forms, (1) the formal NOAA and CSC programs and (2) an informal, intra-
Center program.

Such training is a joint responsibility -- of the employee, who is responsible for
his own self-development, andof the Center, which will enjoy some of the
benefits of such training. For these reasons, and because of our advantageous
geographic location, close to a variety of educational institutions, we encour-
age staff members to take advantage of possible training. We will try to
achieve a uniform policy that will provide for adequate training opportunities
but which will at the same time insure that the research mission of the labora-
tory is accomplished. Your attention is called to the Departmental regulations
on training which are available in the administrative offices of your‘facility.
Within the confines of these regulations, the Center's supplementary training
policy will be as follows:

1. All requests for training during working hours, whether tuition is to be
paid by the government or not, and whether to be taken for academic credit or
not, must be discussed with your supervisor and approved in advance by the
Center Director,

2. Approved training will normally be limited to one course per term. Such
training will be considered part of the work week. Tuition and expenses can
be paid by the Center, subject to RO approval.

3. In exceptional cases more than one course per term may be approved,
after discussion with the Director of Investigations concerned. Usually, how-
ever, it will not be feasible to consider time involved in more than one course
as part of the work week.

4. Requests for approval of training and/or reimbursement of tuition will be
judged on the basis of relevance of training to the job assignment of the
individual, and the availability of funds. Consideration will be given to:
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a. Subject and objective of course;
b. Relation of course to employee's work; _
c. Possibility of taking course other than during working hours;
d. Possibility of taking course wholly or partially on annual leave;
e. Length of employee's service with the government, with NOAA,

and with the Center;

f. Utility of the course to the government and to the Center's objectives;
g. Relevancy of the course to present assignment;
h. Contribution of the applicant to the research effort of the Center;
i. Previous training advantages received;
j. Attitude of the applicant toward research.
5. Each employee should periodically review his training needs with his
supervisor.
o. Classroom hours on government time (Item 19c on form) for a semester

course should be computed as 15 times the weekly contact hours.

7. One-half hour total travel time will be allowed for each separate lecture
or laboratory session. Any additional travel time must be made up outside
normal duty hours or taken as annual leave.

8. It should be clearly understood that no homework of any kind will be done
during official duty hours.

9. Cruises or necessary official travel will take precedence over training.

10. Requests for training will be expected by January 1 (for spring term),
May 1 (for summer term), and August 1 (for fall term). Requests will
be evaluated as a group, and will not necessarily be automatically approved.

11. An official record of course grades is required for the files from each
employee approved for training.

12. Directors of Investigations and Investigation Chiefs should encourage
certain employees to request training if there are particular program needs
that could be served by such training.

13. In addition to the kind of training discussed so far, it should again be pointed
out that full-time academic training, for a semester or longer, is also possible -~
as is training under various NOAA, Departmental, and Civil Service Commission

programs. Information may be obtained from your Administrative Officer.

Carl J. Sindermann
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GENERAL MEMORANDUM 72-6

Draft: September 13, 1971
Revised: February 28, 1972

TO: All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM: Center Director, Middle Atlantic Coastal Fisheries Center

SUBJECT: Special Studies Unit

The proposed organization chart for the Center provides for a Technical
Services staff operation which includes a Special Studies Unit (SSU). This
memo is designed to explain the operation of the SSU.

1. One of the basic functions of the research is to test innovative ideas or
hypotheses. Often the facilities, staff, and budget of any single Investigation
cannot encompass the effort needed to explore all the desired or needed
research areas, and a larger framework would be desirable. This is to be
provided by the Center by the SSU. There will be no permanent staff in this
unit, Field people whose innovative proposals or important program responsi-
bilities appear to justify intensive development and/or prosecution will be
appointed for varying periods of time to the unit. Such appointments will not
involve a change of station. Appointees may, if necessary, be relieved of
regular duties at their home station while performing the function for which
they were appointed. While remaining under the administrative supervision
of their Director of Investigations, their progress reports, etc., will be for-
warded directly to the Center Director. The latter will personally evaluate
the work for creativity, technical competence and rate of progress. While
such staff assignments carry no line authority, the appointe'es when requesting
cooperation from Directors of Investigations will be reflecting the wishes of
the Center Director. Every reasonable opportunity to discharge his responsi-
bilities should be accorded to the appointee(s).
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2. We recognize that such assignments could, if not reasonably prosecuted,
upset the normal operations of the cooperating Investigations. For this reason,
all such assignments will be discussed in advance with the Director of Investi-
gations concerned and, in the body of the assignment memo, the scope of the
assignee's authority to request cooperation will be specifically delimited.

We expect that in the future many of the activities of the SSU would be generated
and developed (and participants indicated) by the Center's Research Council.

3. Assignments of varying length to the Special Services Unit of the Center
may be made for purposes other than those mentioned irn item 1 -- such as
evaluation of certain specific research aras, or preparation of special
publications or reports.

Carl J. Sindermann
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GENERAL MEMORANDUM 72-7

Draft: August 13, 1971
Revised: February 28, 1972

TO: - All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM: Center Director

' SUBJECT: Graduate Student Employment Policy

In accord with long-standing professional traditions, the MACFC commits itself
to the employment of graduate students enrolled in the physical and biological
sciences. Such a policy ensures a future supply of marine-oriented scientists
and enables the Center to keep abreast of current academic research. This
employment will of course be within the limits of funds and personnel ceilings
available to the Center. ‘

General guidelines are as follows:

1. Generally, Masters' students will be employed at the grade of GS-5 and
Ph.D. students at the grade of GS-7. However, advanced Master students may
be raised, after previous employment, to GS-7. The minimum number of as-
signed work hours per week will be 20, with University approval. Any increase
for an individual employee above the minimum hours must be in accord with
University regulations. This limitation on part-time employment is effective
during the 9-month school term; there is an option for all graduate student
employees to work a 40-hour work week during the 3-month summer term.

2. There wilJ. be three classes of employment for graduate students: (a)
Directed Research Fellowship, (b) Associated Fellowship, and (c) Assistantship.

a. Directed Research Fellowship. Graduate students employed in this
capacity are expected to work on their personal thesis research for a portion
of their time of weekly employment. This research must directly and intimately
relate to research of the Center Investigation under which the student is employed.
The student will be expected and required to work part-time (never more than
50%) on routine or special work for the program in addition to his regular thesis
work., The amount and schedule of such work is to be determined and clarified
in advance by the Director of Investigations. The number of hours worked per




-167-

GM 72-7, February 28, 1972 2.

week under this fellowship can be increased to the maximum allowable under
Center and University regulations, subject to the determination of the Director
of Investigations. The available fellowships are to be preferentially filled in
this capacity, if qualified students are available and this type of fellowship

is needed at the laboratory.

b. Associated Research Fellowship. If one or more Directed Research
Fellowships are not filled, students may be hired under Associated Fellowships.
This fellowship is limited to a maximum of 20 hours per week. The student is
expected to work on his personal thesis research which must be related to re-
search of the Center Investigation under which he is employed. He will not be
expected to do routine or special work for the program.

c. Assistantship. Graduate students hired under an assistantship will
normally be employed for 20 hours per week. The number of hours worked
per week may be determined above that amount by agreement of the Director
of Investigations with the concurrence of the university. These students will be
expected to work entirely on routine or special work for the program. Their
work may relate to their personal thesis research, but must be also an active
part of the program research. '

3. During their first year of employment, graduate students should make an
effort to qualify for civil service ratings and to be placed on appropriate civil
service registers. This will facilitate any merited changes in grade as outlined
above.

Carl J. Sinderrﬁann
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GENERAL MEMORANDUM 72-8

Draft: August 13, 1971
Revised: February 28, 1972

TO: All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM; " Center Director
SUBJECT: Correspondence Policy

Primarily as a review of standard procedure in official correspondence using
official letterhead, the following general guidelines should be followed:

1. Correspondence concerning research matters is of course completely at
the discretion and good judgment of the research staff.

2. Correspondence involving matters of €Center or NMFS funds, personnel
or poligy must either originate in the office of the Center Director or
be discussed in detail with the Center Director.

3. All correspondence with the Regional or Washington office on funds,
personnel or policy will be from the office of the Center Director, with
the exception of certain areas specifically designated to the Executive .
Officer and his staff, to the Marine Superintendent, or in special cases
approved in advance by the Center Director.

4. All administrative correspondence with Directors of other NMFS Centers
or State laboratories should originate from the office of the Center
Director only.

5. A chronological file of outgoing correspondence will be maintained in the
office of Director of Investigations. Each research staff member should
maintain for his own reference a file of his research correspondence .
Correspondence concerning the facility should, as at present, be main-
tained in the files of the facility Administrative Officer.
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Great care must be taken not to make financial or job commitments - -
even those that might be construed as commitments -- in research
correspondence.

Attitudes toward and opinions about this Center, on the part of others,
will often be shaped to a large extent by the kind of correspondence they
receive. Often this is the only contact that many people will have with
the Center. Because of this, official correspondence, in addition to

- providing information, should be generally pleasant, carefully worded,

concise, and timely.

Congres}sionalvmail should be directed to the Regional Office, with draft
reply prepared for Regional Director's signature.

Carl J. Sindermann
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GENERAL MEMORANDUM 72-9

Draft: September 13, 1971
Revised: February 28, 1972

TO: 'All Officers-in- Charge, Directors of Investigations,
Middle Atlantic Coastal Fisheries Center

FROM: Center Director
Middle Atlantic Coastal Fisheries Center

SUBJECT: Administrative Procedures: Fiscal Controls and Responsibilities

1. The Administrative Officer at each research facility is responsible for
the expeditious processing of obligations and payment documents. He
must know and closely follow prescribed regulations and directives.
The Administrative Officer as well as the Officers-in-Charge and
Directors of Investigations or other designated officials, must under-
stand that their responsibilities are limited by law.

2. The Officers-in-Charge and Directors of Investigations, designated
officials, are responsible for keeping expenditures within the limits
of the funds for which they maintain accounts. They may assign per-
sonnel to assist them to maintain control of obligations within the
apportionments. Any proposed diversion of funds from previously
approved programs must be submitted, together with a full justifi-
cation, to the Center Director for approval. . :

3. Present open market authorities will be retained at the research facilities.
Imprest funds will be utilized to the extent possible to facilitate routine
operations. Single purchase limit under imprest funds is $100. 00.
Purchase orders consistent with applicable legal and regulatory require-
ments may be issued by Officers-in-Charge and Directors of Investigations
to a limit of $1,500,00. To ensure against undue duplication of purchases,
verbal clearance from the Center Director is required for purchase orders
in excess of $500. 00.
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4.

Requisitions for purchases in excess of $1, 500. 00, together with
necessary supporting documents, will be forwarded to the Center
for processing or for submission to the Regional Office as required
by existing delegation of authority.

At regular intervals but not less than once a month the Officer-in-
Charge will verify in writing on each imprest fund voucher ledger
sheet that he concure with the purchases listed. This is in addition

to the requirement of ESSA Finance Handbook 11-06, section 3.

Unannounced cash verification and audit will be made at regular
intervals by persons selected by the Officer-in-Charge and by
representatives of the Center Directorate.

Separate summaries of expenditures and obligations will be prepared

by Administrative Officers for each Director of Investigations housed

in his facility. They will be submitted to the Center Director through

the Executive Officer as directed but not less than once a month

(Exhibit No. 1). A summary of allocated funds will be prepared by
Administrative Officers as directed, but not less than one a month

and submitted through the Executive Officer to Center Director

(Exhibit 2). Obligations will include the unexpended fiscal year balance
for expenditures over which the Directors of Investigations have little

or no control such as utilities, telephone, vehicles and rantal agreements, .

Budgetary control of funds assigned to approved staffing requirements
will be retained by the Center Executive Office. Any additional salary
expenditures such as overtime, premium pay, intermittent or non-
scheduled expenditures such as lump sum payments, will be reported
biweekly at the end of each pay period. In no case will this exceed
funds previously approved by the Center Director.

Carl J. Sindermann
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GENERAL MEMORANDUM 72-10

Draft: January 11, 1972
Revised: February 28, 1972

TO: All Staff Members, Middle Atlantic Coastal Fisheries Center
FROM: Center Director, Middle Atlantic Coastal Fisheries Center
SUBJECT: Promotion Policy and Review Board

1. It is the policy of the Center that, under routine responsibilities,
recommendations for promotions of professional personnel shall
originate with the immediate supervisor. However, it is the
responsibility of the Center Director and the Directors of Investi-
gations: (1) to ensure that a continuous and objective review of each
Center staff member's readiness for promotion is made at least once
yearly, and (2) to ensure that all personnel recommended for pro-
motion meet certain Civil Service criteria. Both of these functions
will be served by the Center Promotion Review Board.

2. It is also the policy of the Center that such promotion review and
oversight activities shall be extended to include all other Center
employees as soon as is feasible. Comparable procedures and
criteria will be developed as quickly as possible for all other Center
staff members.

3. It is also the policy of the Center that all recommendations originating
from the Center Promoétion Review Board shall be referred to the
immediate supervisor concerned for evaluation, and for acceptance or
rejection (with justification). (Function of Promotion Review Board,
in these instances, is to ensure against discriminatory application of
promotion policy. Recommendations are advisory only; detailed records
of deliberations will not be kept. Responses to recommendations will
be discussed with the Board).

4, It is the policy of the Center that, in the case of actions involving pro-
motions to grade GS-11 or higher, originated by the immediate super-
visor and concurred in by the appropriate Director of Investigations and
by the Center Director, the Promotion Review Board will function as
an objective Regional scientific contribution review committee (as
required by the Civil Service Commission) utilizing criteria which
emphasize the man-in-the-job concept. Detailed records will be kept.
Consensus will be forwarded to the Regional Office with formal pro-
motion documents.
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It is the policy of the Center that, in the case of actions involving
promotions from grade GS-5 to GS-9, originated by the immediate
supervisor and which have received the necessary concurrences,

the Promotion Review Board will evaluate justifications presented
by the appropriate member of the Board on the basis of the attached
conventional narrative format (Attachment #1). A copy of consensus
(if reached) will be placed in subject's biographical vita files in
Center Directorate.

It is the policy of the Center that the Promotion Review Board will
function also as an objective instrument to recommend whether a
professional staff member merits further career consideration or
whether his talents might be better developed elsewhere. If, in the
course of routine review, a person is passed over repeatedly for
promotion or if, when promotion is ultimately recommended, his
supervisor presents strong factual evidence to the contrary, recom-
mendations will be made to the supervisor that said person be en-
couraged and assisted to look elsewhere for employment.

Proposed Promotion Review Procedure:

A. Action originated by Supervisors: to GS-11 or higher.

1. Immediate supervisor'(lnvestigation Chief in most

cases) recommends action to Director of Investigations.

2. Director of Investigations concurring, signed supporting

documents are forwarded to Center Director.

3. Center Director concurring, documents are copied and
forwarded to the Review Board (excepting supervisor
concerned) for evaluation prior to meeting.

-175-

4. Upon convening of Board at staff meeting, members submit
evaluation (on attached work sheet - Attachment #2-), ac-

cording to CSC criteria (Criteria distributed at Oxford
meeting). :

5. Center Director prepares consensus evaluations and for-

wards consensus and documents to Regional Office for
appropriate action.
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B. Action originated by Review Board:

1. Review of biographical vita elicits recommendations that
some action be taken, referred to appropriate Director
of Investigations.

2. Next meeting, Board is apprised of action taken - if
rejection, action is justified by concerned Director
of Investigations.

3. Board concurs - appropriate notation in biographical vita.

4. If promotion recommended and incumbent is being pro-

moted to GS-11 or higher, procedures in A, above, are
followed.

8. It is, finally, the policy of the Center that the results of the promotion
and promotion review process shall be made available to the staff
members concerned through their supervisors. In the event that an
individual considers himself unfairly treated, he may appeal directly
to the Center Director, submitting a documented request for promotion.
These requests will be fairly and fully investigated and evaluated. The
results of such investigation shall be communicated to the interested
employee through his supervisor.

Carl J. Sindermann
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NOAA FORW 53-8 \J.S. DEPARTMENT OF COMMERCE ] 1. NAME (Last,firat,middle)
{12-70) NATIONAL OCEANIC AND ATMOSPHERIC ADMINISTRATION
(2, PRESENT POSITION TITLE
3, GRADE 4. CAREER FIELD
GS-
EMPLOYEE CAREER APPRAISAL S IWMEG ATE COAU POEITION
6. CONG RANGE GOAL
7. INSTRUCTIONS. Give a;: evaluation from personal knowledge A B C D E F
of each item in columns A through E which best expresses an
appraisal of the qualifications of the employee for the immediate
fg:a'i :«z::;::;‘_.a:!engcoc;lxmn F, gnd!cate training needs in relation ,SQ.GE"‘N_ ‘P‘g‘:&f_ pok-,?:N, po':%u- R:’: “?Smﬁﬁé -
TiAL TiAL TIAL TIAL NEEDED
eglAlLITPYog?:rAIgSMENTS REPRESEN'TING ELEMENTS OF IMMEDIATE vES o
1. Uses sound theoretical reasoning in reaching decisions or
developing products. .
2. Applies the latest technical information and developments.
3. Participotes in or leads technical discussions
4.Utilizes training and selfdevelopment opportunities.
5.Keeps abreast of field developments.
6.Fosters attitude of responsive service to the public.
7. Developes effective inter—personal communications.
8.50lves complex problems.
9.Plans creatively.
10.Carries out assignments.
11.Inspires confidence.
12.Skill in written communications.
13.Skill in oral communications.,
14.Skill in program management.
15.Decision making ability. .
16. Maximizes satisfaction from career.
17. Other (Specify)
18.
19.
8. APPRAISER (Signature) 9. TITLE ) 10, DATE

NOAA FORM 53-8

SUPERSEDES ESSA FORM 53 8 WHICH MAY BE USED
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PROMULTIWON APCRAISAL -- GENLER AL S "'LIJN"‘II‘I(E QUALII'ICATIGHS

A'eed

If 3 particular factor is not applicadle, ox if your knowlcd[,c. about it is not first-
hand, checi {i/) the last colwnu, . "Don't Know. "

Candidate's name:

] | ! K
B3c 1_ow Marg-~! Aver- ' Ahove: luncep-

D¢

vy, .
o

a.” The gquality of the wourlk that the per=. [Avg,
son kas bLeen engaped in, as indi-
catad by such fuctors as prormising
Aeads or wcluligues developed by
him or findings that he has made,
or, if these factors arc not appli-
cable, by the cud results of his

_worlk, ' . N

] ¢ . .
“inal ! age | Avg. ! tional

N .
2 3 '} 4 ' 8

—

b, The level of sustained research
productivity, as measured primare
ily but not exclusively by the appear=
ance of manuscripts and published
scientific contributions.

H .
. e et i mr et e mme wam e
. .

¢. The capacity of the individualto =~ 1
develop, as indicaied by an increas=-
ing ability to perform independent
work, evidence of more acute scien-
tific judgment and an increase in the
quality, quaniity, or varlety of his
WOTlk,

d. The relative capabilities of the indi-
vidual as compared to those of other
employees with similar tra.mmg and
experience

e. .The individual's reputation in his field; 1 2 3 4 5
as indicated by rcliance placed by B ’

others on his work and ideas, his artl- .
cles, books, or other writings, his
activities in organizations related to
his proiessional spacialty, and simi=-
lar measures of his status in his
profcssion. o
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Promwtion Apnvcaisal ~- General Scientific Qualilications (cont, ) - p)

-—

Delow Margs (Aver= (Above sxcep= Lo
. Pewsonal characiwerisics beaviag - iAvg, ‘inal | agpe i Ave, tional ! know
. . . . H [} D . ;
divcctiy upon his effectivencss, such i1 A I 4 5

'

2

s the amluy to get along with, assist,|.

T sup 2'\'1-:\- T ‘o‘m... :

e ! .

3. Writing ow cmw"ul ability, cifective= Y -2

1ness on \_on.mzuc\..., avility to organize -

his and oweris work, administrative P : -
judgracnt ana other traits vrelevant to ' . ' ‘

nis performance on his current job and! . , '

the job fox which he rnay be consideredi

h. In the case of supcrvisors, the ability | ‘ i 2
to properly motivate --even "inspire'' _ ;
associates to more than average lqvels i
of scientific productivity, SR

W

i.  Participation in national and inter=~ . 1 .2 - 3 4 5
naticnal scientific meetings and A
con'*“\.ncc.,, and in the affaizs of
cgional and nauox.a.l scientific

'soc1c ties,

jo Selection for "AO, Central Office, . .
and other special assignments; and : . ' '
effective enthusiastic performa.nce L S -
in such assmnmc.nts.

M . LR ] . EEET IR -
<. Willingness to explore and undertake |1 2 3
new areas .oi rescarch if required. : ' g :

- - — - e e L e “ -
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(May 1909)

Bureau of Commercial Fisheries

PROMOTION APPRAISAL

To_the Mwployvee: Request your iumcdiate supervisor to complete this Yorm
and to send it to the office announcing the vacancy for which you have applicd.

To the Supervisor: Your appraisal of the employee s work habits, production
ptho:nanc;, etc. is a primary means by which he is considered for promotion or

reasgighmont to vacant positions in tho Bureau. Pleasa considar sariously his
performance under your supervision in terms of the factors listed below.
each factor, circle the numeral which best represents your agsessment of the cand-
idate. If a particular factor is not applicablie, or if your knowledge about it is

not firsthand, check (/) the last column, "Don,t Know,"

Candidate's name:
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H

Oppo°lte

~BexowﬁMaro- Aver-saoove!E/c=n-'uon t

‘ hAvg. klnal age ;Avg. ‘tional Know
Has a ‘knowledge of practices, procedures, and ,’ § é .g E
skills in his technical area . . . + ¢ & &« o & & o 13 2 3 3 4 5
£ p : : t
Is able to learn and/or follow work processes, g ¢ g i ;
procedures, regulations, & guidelines . . . . . . . 1 0 2 3 ¢ 4 i 5
y " ¥ :
Applies skills, knowledge, & past experience to é i o .
assignments in a practlcal WANDNCT ¢ o o 4 o o o o o 1 k2 3 8 4 b3 .
Y f i; A 1
Shows interest & enthusiasm'in work assignments . . 1§ 2 g 3 4 & i 5 :

3 H i : ' J
Is adaptable & receptive to new approaches and 3 g K :
ideas in the WOrk v v v v v 4 v ¢ 4 4 o 4 o 4 o 0 1§ 2 3 b &4 5
: I . - - ; ] A
Is dependable; accepts & carries out assigned I - ) :
responsibilities . «'w o v o 4 v v 0 v e w0 e w0 1 4 2 8 3 % & i 5 '
Is able to organize and plan his own work . . . . . 1§ 2 1 3 i L5
- . " ;. : ’ g
. ) M ; _ ‘
Accepts supervisory decisions and guidance . . . . . 1 i 2 3 ' 4 5 i
5 . ¥ W i ;
Works effectively & harmoniously with others; ! ; ! é
is cooperative . . . . 4 4 4 e 4 4 e e e 0 s e e e s 1 W 2 3 ¢+ 4 s :
K i R .
Demonstrates initiative; works as a "self-starter;" b _ X i B
acts on his oWn . . v v v 4 4 e b e e e e e e e e L 12 - 3 F 4 i s ;
. [} * v B :
Displays resourcefulness & originality when_ the § ! " ; ;

Occasion 8110WS * e 8 8 & s e & e s a2 e s e+ s e 9 @ 1 ' ( : 4 ‘ 5 " *

S ——— n i F .
Is able to evaluate facts, and to make decisions . 3 i Q .
er recommendations . o « o ¢ 4 s 4 e 6 e e . 4 o 1t 2 ! 3 i s ! s :
- o i ; T
Accepts responsibility, & fulfills expectations . . 1 9 2 6 3 5 & 4 5 :
: Y i y Y
Performs adequately with only a normal degree . 1 ’ ﬁ b g
of supervision - . .. L] L) L] . L] L] L] L] L] L] . L] L] * L) L] l q. 2 3 :“ 4 u 5 .I‘
. S ! : ]
Productivity; quantity of useful work . . . + « o o« 1 5 2 3 5 L 1 S 5
S o :
Quality of WOrk « « v v v o o 0 o 0 o v o0 . O o 1 2 3.8 4 405 b
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U.8. DEPARTMENT OF COMIVIERCE
National Oceanic and Atmospheric Administration
NATIONAL MARINE FISHERIES SERVICE

bae:  March 7 197 dedle Atlantic Coastal Fisheries Center

L%
Winst  FNEI - Center D1rector 1ghlands, New Jersey 07732

suiect: ~Promotion Policy and Review Board: administrative, technician and
clerical staff ' ‘

100 All Staff Members
Middle Atlantic Coastal Fisheries Center

1. General Memorandum 72-10, dated February 28, 1972, states
overall Center policy with regard to promotion policy, .provides
a mechanism to prevent oversight or bias and a procedure for
review and evaluation of nominations of professional staff
members.

2, Paragraph #2 of the above memo expresses the Center's intent to
expand the overview function of the Promotion Policy and Review
Board to include all non-professional staff members. This
amendment to GM72-10 provides the mechanism for such promotion
review.

3. It is expected that nominations of non-professional personnel for
promotion will originate with their immediate supervisors and will
be forwarded through normal channels. Recommendations originating
from the Promotion Review Board must, however, receive positive
action, i.e., acceptance and action or rejection with justification.

4, It is the policy of the Center that, in'view of the fact that clerical
and administrative career ladders are relatively short, every
assistance merited will be given to foster training and experience
in new skills or even in new fields of work when such training
reflects Center needs and results in tangible benefits to Government.

5. It is the policy of the Center that the biographical vita file of each
employee will be reviewed at least once per year and that all recom-
mendations originating with the Promotion Review Board as a result
of that review will be referred to the appropriate immediate super-
visor for evaluation and for ac":'éeptance or rejection {with justification).
The function of the Review Board are to ensure against discriminatory
practices, to prevent inadvertent oversight and to ensure a uniform
Center-wide application of promotion policy.

A~
N Sral

A Century of Fish Conservation
1971
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All Staff Members, MACFGC -2- March 7, 1972

It is the policy of the Center that the Promotion Review Board,
during its bimonthly meeting, will review a listing of non-
professional promotion actions proposed during the period between
meetings. The purposes of the review are: (1) to attain and to
maintain uniform, Center-wide grade structures, (2) to emphasize
the fact that maintenance of the morale or support staff personnel
is vital to the productivity of any laboratory and (3) to develop
information on alternative career ladder techniques for persons

. whose promotion potential is restricted.

It is the inflexible policy of the Center that promotions be based on
merit alone, that they be timely, that they reflect the degree of
increased responsibility already assumed or to be assumed and that
race, color, class, sex or creed will not adversely affect the con-
sideration of any candidate during the selection process.

For the purpose of reviews of non-professional staff members, the
membership of the Promotion Review Board will be augmented by
one male and one female non-professional first-line supervisors
from the staff of the host laboratory.

It is, finally, the policy of the Center that the results of the promotion
review process shall be made available to the staff members con-
cerned through their respective supervisors. In the event that an
individua considers himself to be unfairly treated, he may appeal
directly to the Center Director, submitting a documented request

and justification for promotion. These requests will be fairly and
fully investigated and evaluated. Results of the investigation shall

be communicated to the interested employee through his supervisor.
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APPENDIX F

SAMPLE ANNUAL REVIEW SUMMARY (OXFORD)
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PROGRAM REVIEW - OXFORD LABORATORY

FEBRUARY 9, 1972

Introduction and Welcome - Dr. Aaron Rosenfield

Center Organization and Implementation - Dr. Carl Sindermann
Oxford Administrative Program - Mr. William O'Connell

Shellfish Culture Studies--Completion Summary - Mr. William Shaw
Break |

Ecology Program - Dr. Robert Hanks

Surf Clam Industry - Mr. John Ropes

Surf Clam; Port Sampling - Mr. John Ropes and Mr. Allan Barker
Chesapeake Bay Study--Corps of Engineers - Mr. Robert Lippson
Choptank and Wicomico Rivers Baseline Studies - Mr. Robert Lippson
Chincoteague Cooperative Dump.Site Study - Mr. Darryl Christensen
NMFS Region III--Situation Outlook ~ Mr. Russell Norris

Lunch

.Patho*ogy Program - Dr. Robert Murchelano

Histological Services - Mrs..Helena Jones

Molluscan Pathology - Mr. Frederick Kern

Crustacean Pathology - Mr. Martin Newman

Fish Pathology ~ Dr. Jerry Hendricks

Break

Microbiology - Mr. Haskell Tubiash

Imnunology - Dr. Gilbert Pauley

State of Maryland Cooperative Studies - Miss Sally Otto
Summary and Discussion’

Administrative Meeting - Center, Region, Central Office Representatives

Evening cocktails at Dr. Rosenfield's home Jor visitors and the scientific staff



Objectives:

Accomplishments:
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INTRODUCTION TO PROGRAM REVIEW

The goals of the Facility Director and his immediate staff

are to insure the necessary motivation, research environment,
facilities, direction, and administrative services to permit
the Center and its Investigational units to meet NMFS and

NOAA objectives. Acting as a liaison and apprising the Center,
Region, NMFS Directorates, and other appropriate Departmental
offices of our research progress, significant facility develop-
ments, and associated activities are important functions.
Consequently, we consider the dissemination of accurate and
meaningful information to the industry, public, scientific
community and university, State, and Federal agencies to be
our most immediate goal.

Our annual Program Review holds particular significance this
year, for it summarizes our accomplishments as an integrated
unit of the Middle Atlantic Coastal Fisheries Center during

our first full year within the NOAA system. The forthcoming
year will present a special challenge as well as a unique
opportunity to meet and carry out new responsibilities and
functions according to the reorganization of research activities
within the Center.

To help meet the Center's and Laboratory's Investigation goals
and objectives, the Director and his administrative office
provide to the staff: (1) budgetary, operational, and in

some cases research guidelines; (2) ordering, purchasing,
clerical, typing, and other technical and administrative
services; (3) a library and the services of a Librarian;

(4) building, grounds, and facility maintenance and repairs;
(5) a vessel and services of a boat captain; (6) a field
office in Point Pleasant, N. J., and a field station in
Franklin City, Va. ‘

Proximity to the Central Office and knowledge of the staff's
capabilities resulted in several non-Laboratory assignments

in Center, NMFS, and NOAA offices. Although these assignments
do not reveal themselves as direct accomplishments, they must
be considered as important Laboratory contributions that will
ultimately benefit the Center, Region, NMFS, and NOAA (see
appendix). We have written, reviewed, and commented on grants,
contract proposals, and project progress reports. Cooperative
activities with State, Federal, university, and industrial
groups involved with the management of shellfishery resources
and the environment have proved extremely beneficial in cementing
relationships with these organizations. We have actively
participated on various study and planning group committees,
acted as consultants or Regional, Center, and Central Office
representatives for desk and on-sight reviews, and participated
in conferences, workshops, and committee meetings.
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Other accomplishments

and activities: For the first several months of the calendar year,
virtually the entire research staff participated in
a number of cruises as part of the multilaboratory
cooperative marine contaminants program. The purposes
of these cruises were to demarcate appropriate sampling
stations, sampling gear and methodology, and to establish
appropriate target and alternate species for metal and
other contaminant analyses. Included as part of the
contaminant program was the staff's participation in
three cruises of the Woods Hole groundfish survey, and
several cruises to the New York Bight and Chincoteague
areas. The functions and responsibilities of the Pathology
Program were broadened to include studies on fish pathology.
With our incorporation into the Center and in support of
our continuing obligations to the Chesapeake Bay area,
Laboratory staff functions were reorganized to form a
new Ecology Program. The primary responsibilities of
this new Program are to assess living resources in the
Choptank and Wicomico Rivers, provide baseline information
on water quality, sediment types and distribution, and
provide consultant services on act1v1t1es and resources
in Chesapeake Bay.



Objectives:

Accomplishments:

-188-

ADMINISTRATION

To provide staff support through adequate and efficient
administrative services in a manner that will facilitate
and enhance research productivity and scientific inquiry.
The achievement of this objective within the framework of
regulations established for the protection of the employer
is a constantly challenging endeavor.

Library holdings on ecology, contaminants, fish pathology,

and environmental quality were increased to meet expanded
Laboratory research requirements. Data on our work was
contributed toward an annotated bibliography on Chesapeake

Bay research being prepared by VIMS. Slides and photographs
from numerous internal sources were gathered into a centralized
system which provides lending and control features.

A better preventative maintenance program was made possible
by the new maintenanceman position{ one benefit was a nearly
breakdown-free air conditioning season, resulting in excep-
tionally more comfortable summer working conditions. An
improved saltwater pumping system was installed, utilizing
corrosion~resistant plastic pumps. The maintenance staff
made a major contribution toward developing a Laboratory
electron microscopy facility.

A Civil Service personnel management review was the first ever
conducted at the Oxford Laboratory; this plus other intra- and
interagency contacts opened valuable new avenues of communication.
Reconciliation of employee leave balance and salary payment

discrepancies was finally achieved following full incorporation

into the NOAA system. Procurement activities were substantially
improved by increasing the Imprest Fund and doing more business
on a cash basis; other extensive revisions of procurement
methods are underway. Summer employment of a college student
again proved to be a successful method of completing the annual
property inventory. Our accident-free motor vehicle record
remained intact for the fourth consecutive year.

Establishment of a long needed additional Clerk-Typist position
resulted in greater manuscript processing efficiency to the

extent that 15 more manuscripts were published over the previous
year. Shifting of secretarial duties created a more realistically
balanced workload. Administrative support personnel received
ability-broadening experience and stimulus from unprecedented

new training, travel, communication, and duty assignment
opportunities. :

Finally, we somehow managed to survive conversion to the NOAA
administrative way of life.



Future:
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Achieve complete integration into the Center operational
concept. Replace the aged vessel Alosa. Continue efforts
initiated to revise and improve procurement methods. Strive
for an even better saltwater pumping system, and keep searching
for a solution to the personnel and equipment space shortage.
Complete the roof repair project and finish construction of
the wharf. Continue to take advantage of the new training,
communication, and other opportunities for support personnel.
Despite severe constraints, continue efforts to correct
disparaties between personnel grade levels and job respon-
sibilities.
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ECOLOGY PROGRAM

The Ecology Program was initiated on July 1, 1971, to respond to new initiatives
in NMFS and Regional responsibilities. Organizationally, it brought together

at Oxford cnvironmental interests previously associated with the Mortality
Program, ongoing studies of the multilaboratory coastal contaminant program,

and the established responsibilities of the surf clam program.

The following objectives were established:

1. Delineate the levels of pollutants in selected estuarine and
coastal oceanic ecosystems, and the pathways by which pollutants
are cycled through the system

2. Determine the ecological baselines against which the effects of
pollutants can be measured

3. Define the physiological stresses induced in aquatic organisms
by pollutants and establish the levels of tolerance for these
materials

4. Identify pathological conditions that result from pollutional
stresses and determine how these conditions may limit the
abundance and distribution of living aquatic resources

5. Develop cooperative interchanges with other agencies (Federal,
State, university, industry) that will lead to a thorough
understanding of pollutants in coastal ecosystems and the
establishment of techniques for resource management that will
resolve long-term effects of these materials

6. Describe t..e distribution of surf clams in the Middle Atlantic
Bight, define the clam populations with respect to time,
location, abundance, recruitment, mortality, and composition.

These objectives were to be reached in four coordinated phases that would intermesh
over the entire period of research. Phase I would continue the surf clam studies
in population dynamics and biology, emphasizing strong relationships with State

and industry. Phase II would cover measurement of water quality and contaminants
in the water column. Phase III would investigate contaminants in the substrate.
Phase IV would measure contaminants in the living marine resources and study the
possible limiting effects of pollution on the ecosystem.

Two estuarine river systems (the Choptank and the Wicomico) and one coastal area
(off Chincoteague, Va.) were selected for initial intensive examination of water,
sediments, and organisms. The staff is working to define the biological asso-
ciations in the study areas, identify pathological conditions in the organisms,
and correlate changes in species composition with ecological conditions. Special
effort will be applied to understand contaminant cycles in the ecosystems and to
determine the deleterious effects of specific contaminants at various trophic
levels. ‘
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In addition to the above activities, a multilaboratory cooperative study of
contaminants in the marine environment and related effects in aquatic organisms
was initiated in the latter part of FY 71 as a preliminary to a long-range
study. Each cooperating NMFS laboratory has bcen assigned a lead responsibility,
although this assignment is not meant to be exclusive of other interests in the
studv areas. Two major operations are involved -- a general survey for mercury
levels in organisms collected on the MARMAP groundfish survey and a broader
study of many contaminants such as heavy metal ions, pesticides, plasticizers,
and similar materials on selected target species in specific waste disposal
sites within the New York Bight. Three sewage or sludge disposal sites were
selected for comparisons with three uncontaminated control sites. Ecology
Program responsibilities in this cooperative effort have been directed to
collection of all materials on the Chincoteague control site, proper identi-
fication of species and preparation of tissues, and environmental observations.

Accomplishments of the Program are described in detail in the material which
follows.
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SURF CLAM STUDIES

The sarf clam (Spisula solidissima) program includes two broad areas of
vesearch -- population dynamics and biology ~-- and several specific objectives.
Resecarch cruises are conducted to provide information on clam distribution

and density along the middle Atlantic coast and in areas of intense commercial
tishing. Data are also gathered on other shellfish of potential commercial use.
Interviews of vessel captains at ports where surf clam landings are very active
supply information on fishing locations, catch, and effort. Study projects on
the biology of surf clams are concerned with its reproduction, larval develope
ment, behavior, and growth.

A brief description of the last research cruise follows: Cruise 70-6 of the
R/V Delaware I1 during August 11-25, 1970, surveyed ocean clam resources of
the Middle Atlantic Bight. A total of 204 stations were sampled during 4-
minute tows of a hydraulic surf clam dredge. The dredge had a 48-inch-wide
knife and a submersible pump, rather than the conventional hose and deck pump.
Station depths ranged from 36-240 feet. More than half of the stations (144)
were located off New Jersey and the Delmarva Peninsula, where the surf clam
fishery is most active.

Surf clams were taken at 84 stations and at an average depth of 87 feet. A
catch of 1 bushel or more was made at only five stations; 0.2-0.9 bushels at
36 stations; and the remainder of the stations (43) yielded less than 0.2
bushels. Sixteen stations were sampled in a 1965 survey at locations near
Barnegat Lightship where the fishery concentrated its efforts and these were
compared with similar stations sampled in the 1970 survey. The average catch -
per tow was 50% lower in 1970 than in 1965.

Ocean quahogs (Arctica islandica) were taken at 108 stations during 1970, at
an average depth of 138 feet. A catch of 1 bushel or more was made at 32
stations; 0.2-0.7 bushels at 42 stations; and the remainder of the stations
(34) yielded less than 0.2 bushels.

Ocean quahogs were in 87% of the 60 stations taken at depths greater than 140
feet; surf clams were in only 8% of the stations. At depths less than 140
feet, ocean quahogs were in only 39% of the samples; surf clams were in 55%.
The depth relationship for the two species is substantially the same as has
been obtained from earlier surveys.

Data generated from seven cruises (1965-70) to sample ocean clam populations
in the Middle Atlantic Bight were transcribed from the original sample sheets
to a form for automatic data processing. These data include records of 2,006
cruise tows; 1,050 and 580 records of shell length measurements of surf clam
and ocean quahogs, respectively. The data were transferred to the NMFS, Woods
Hole, Mass., regional computer center in early August 1971.
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From interviews in the surf clam fishery, we have found that the number of
vessels has inercased since 1965 together with a southward movement of fishing
ceftfort. The movement to more southern beds was a result of the discovery of

new beds during rescarch cruises and a decrease in catch on beds off New Jersey.
New ports as far south as Norfolk, Va., are being used for landings. Beds off
Delmarva Peninsula are being fished. The total of 66.8 million pounds of shucked
meats landed in 1970 was the highest on record. Landings decreased to 51.5
million pounds in 1971 because of a large supply of processed clam products

from the 1970 record year, a reduced market demand because of news reports of
pollution problems in the Middle Atlantic Bight, and because of a greater effort
to fish less dense offshore clams.

Significant quantities of surf clams and ocean quahogs inhabit the Continental
Shelf beyond the 12-mile limit. To protect our fishing industry and prohibit
foreign fishing vessels from taking them, they were placed on the list of
Creatures of the Continental Shelf under a 1964 law commonly known as the
"Bartlett Act." A member of the surf clam program spent about 2 months in
Washington preparing justifications for including both clam species and other
marine animals of commercial importance on the list.



Objectives:
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Future:
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CHESAPEAKE BAY STUDY - CORPS OF ENGINEERS

The objectives of the Chesapeake Bay Study can be divided
into three broad categories. The first objective is to
provide an understanding of the existing physical, chemical,
biological, economic, and environmental conditions of the
Bay. The second objective is to define the standards or
levels of attainment for the water-land resources of the
Bay which are required to meet the needs of the people.
The third objective of the Study will be to provide a
water-land management program to be used by all Bay
management organizations for development, enhancement,
conservation, preservation, and restoration of the Bay's
resources.

- A cooperative report, designed to accomplish objective one

was initiated by the Division of Economic Research, NMFS,
College Park, Md., and the Oxford Laboratory on June 7, 1971.
The Oxford responsibility was (1) to survey and summarize

the types of equipment, gear, and techniques utilized by
commercial fishermen. in Chesapeake Bay, (2) prepare a
comparative digest of existing State and Federal regulations
governing the Chesapeake Bay area fishery, and (3) inventory
existing fishery programs and management practices. The
Oxford portion of this report was completed and submitted

to the Regional Director on December 15, 1971.

A proposal is currently being developed to fulfill the
requirements of objective two, which is to define the
future demand for commercial and sport fisheries.

The tentative outputs will be: (1) documentation of finfish
and shellfish mass mortalities, location, and causes;

(2) review and document areas closed due to pollution;

(3) identify key areas of spawning, nursery, and harvesting
of commercial species; (4) determination of the future
demand for commercial and sport fisheries.



Objectives:

Accomplishments:
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CHOPTANK AND WICOMICO RIVERS BASELINE STUDIES

The objectives of the Choptank-Wicomico Baseline Studies
are: (1) to assess the finfish and benthic stocks in both
tributaries; (2) to collect and analyze water, sediment,
and tissue samples for evidence of heavy metals and
chlorinated hydrocarbons, and to measure baseline levels
of nutrients in both River systems; and (3) to map the
types and distribution of sediments in the Choptank River.

Stations have been established at stream confluences,
municipalities, and spaced throughout the reach of the
Rivers in order to effectively assess the effects of
municipal and industrial effluents, agricultural runoff,
the salinity gradient, and bottom types.

Biweekly water samples were collected for nutrient chemistry
analysis during the initial phase of this Project but were
discontinued when we were not able to obtain further coopera-
tive analytical services. We are continuing to obtain samples
for analysis of salinity, turbidity, oxygen, temperature,

and pH for both Rivers. ‘

Periodic fish trawling has revealed that the Choptank and
Wicomico Rivers are utilized as nursery grounds for several
important commercial fish species. Shad, herring, white
perch, spot, croaker, striped bass, and sea trout have been
taken in considerable numbers.

Benthic sampling with a modified oyster dredge and a Ponar

- grab is being carried out on a quarterly basis with the

winter sampling currently underway.

Grab samples with a Ponar dredge are being taken to determine
the distribution of sediments in the Choptank River. Sand-
silt-clay determinations are being made in the Laboratory.

In the future, we plan to correlate the distribution of

. benthic organisms with substrate types.
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CHINCOTEAGUE COOPERATIVE DUMP SITE PROJECT

To collect selected target species (finfish, mollusks, and
crustaceans) from an unpolluted coastal environment as a
basis for comparison with similar species from known
contaminated zones.

An area, considered to be relatively unpolluted and remote
from any known dump site or municipal-industrial complex,

was selected in February 1971. This area is being studied

as a control for comparison with dump site areas in the

New York Bight. Three trawl stations at approximate depths
of 25, 50, and 75 feet were selected and three target species
(windowpane, rock crab, and surf clam) were chosen for monthly
mercury analysis. Monthly trawling at the site has continued
from April to the present. Trawling times have been stan-
dardized, with crab pots used to supplement trawl information.
Data obtained on finfish biology include seasonal distribution
and length frequencies. Seasonal distribution of larger
invertebrates is also being monitored. Investigators from

the Smithsonian Museum have participated on several cruises

to collect cephalopods, and a graduate student from VIMS

has become a regular participant to collect data on the
biology of rock crabs.

A year of trawling will be completed this month. With the

possible shifting on contaminant sampling responsibilities
to the Delaware II, it is not known whether the Project
will be continued. '
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Accomplishments:
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PATHOLOGY PROGRAM

The objective of the Program is to develop competence in
determining the causes of mortalities, whether infectious,
noninfectious, or environmentally induced, in living marine
and estuarine resources of the United States. Current studies
are concerned primarily with understanding the roles of
environmental stresses, parasitism, and disease as they

affect populations of marine mollusks, erustaceans, and

fish. The present approach, although primarily observational,
is supplemented with experimental studies whénever possible.

The Pathology Program was restructured to include twe major
groupings, Comparative Pathology and Experimental Pathology.
Represented in the Comparative Pathology Project are those
individuals conducting primarily histological and disease
diagnostic studies of mollusks, crustaceans, and fish.

The Experimental Pathology Project presently includes the
disciplines of immunology and microbiology. Individuals

in these basic science areas conduct research which 18 more
experimental than observational in chariecter.-

Notable accomplishments of the Patholegy Program for the past
year are as follows: : :

Comparative Pathology

Mollusks - Provision of diagnostic services upon request of
Federal, State, and foreign agencies ‘eoitimued to be the major
undertaking of the research staff. Examinatien of Korean

- oysters (Crassostrea gigas) for the State of Washimgton
nce of

documented the prese haplosporidan parasites in two

seed oysters. Studies with west coast mollusks were continued
and included an attempt to demonstrate, in the laboratory,
that mussels (Mytilus edulis) with neoplastic disease even-
tually die from the disease. Results' to date, however, have
been inconclusive. Several additional genera of bivalve
mollusks from the west coast were examined to determine the
prevalence of neoplasms. Field and laboratory studies of
Maine oysters (Crassostrea virginica) exhibiting Type A
inclusions have been expanded. The geographie distribution

of clams (Macoma balthica) with high prevalences of neoplastic
disease is being determined by obtaining animals from as many
sources as possible. Clams (Rangia cuneata) from the Wicomico
River, Md., are being examined to determine the effects of
creosote pollution. '
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Crustaccans - Activity in this area was curtailed due to the
assignment of personncl to other rescarch. A total of 128
“cancer crabs (Cancer irroratus) werc cxamined to determine
the histopathological effects of environmental stress. Crabs
from the New York dump site and a control area offshore at
Chincoteague, Va., were similar histologically. Extensive
gill fouling and possible gill epithelium hyperplasia were
noted in cancer crabs from both sites. The parasite fauna

of all crabs examined was less abundant than that of other
crab species. Whether this is characteristic of the cancer
crab or was an anomalous observation remains to be determined.
The epizootiology of gray crab disease was studied during the
spring epizootic in Chincoteague Bay, Va. Intensive study of
blue crabs during this period has provided definitive infor-
mation on the course of the disease and its effect on blue
crabs.

Fish - Fish pathology is a new discipline of research at this
Laboratory. Procedura